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ABSTRACT 

The instructor's guide to the course designed to 
acquaint supervisors, with such behavioral science theories as 
motivation^ leadership, group dynamics, and change, stresses student 
participation through group discussion, role^playing, 
incident*process case discussion, and management simulation or games. 
The course is organized around four themes (each containing several 
topics): individual employee (motivation, motivation-^hygiene theory, 
job enrichment, management by objectives, and labor management 
relations) ; individual supervisor (leadership styles and 
communication) ; employee as part of a group (group decision^making 
and formulation of primary groups) ; and supervisor as part of a group 
(specific leadership roles within groups, resistarce to change, and 
problem solving) . For each topic (as well as for an introductory 
section) the guide provides: (1) preparation information including a 
statement of behavioral objectives and notes to the instructor 
covering the purpose of the module, main concepts, typical 
participant reactions, any special advance preparatio^i, reading 
sources for each module, necessary visual aids and materials, and 
applicable trade secrets; and (2) a presentation guide which is 
divided into a right and a left hand section, the former containing 
detailed topic presentation, and the latter providing, at appropriate 
points, basic teaching process instructions. Fifty*six pages of 
course handouts are appended. (JR) 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 

FOREWORD 
(Course Information) 



PURPOSE 

!• Supervision and Group Performance is a course designed to show 
supervisors their role in group dynamics. It stresses ways in 
which supervisors can improve the effectiveness of their work 
groups from a behavioral point-of-view« 

2. In this program, participants will become familiar with a nifeiber 

of behavi|Oral science theories covering such topics as: motivation, 
leadership, group dynamics and change. We have found that these 
theories tend to bring to the conscious level what innumerable 
managers in various situations have practiced in a sub->conscious 
manner. Moreover, these theories are a product of accumulated 
managerial experiences which surpass individual notions of human 
behavior. 

3. Equipped with these theories, participants will be given the 
opportunity to analyze situations in their respective work 
environments as well as in the class environment. The classroom 
provides opportunities for practice in analysis and perhaps the 
trying out of new behaviors in a fairly non-threatening atmos- 
phere. The ultimate responsibility for analysis and practice 
however lies with the individual participant in his home agency. 

4. As groundwork for analyzing group behavior it*s important to 
understand the prime role of supervisors (leadership) and the 
prime responsibility of employees (motivation) • 

5. Therefore, the program is^organized around four basic themes: 
The Employee as an Individual; the Supervisor as an Individual; 
the Employee as Part of a Group; the Supervisor as Part of a 
Group. The "Individual" topics include motivation and leadership 
styles; the "Group" topics include characteristics, structure, 
and dynamics of groups. The specific objectives and expected 
outcomes will be more fully treated in the Notes to the Instructor 
at the beginning of each sesision. 

6. The implication throughout the course is that people are growing 
individuals rather than stagTtant "positions". The assunption base 
and methodologies presented suggest that effective managers are in 
the business of "growing people" much as a farmer grows crops. The 
people and crops do the growing;*' the manager and farmer provide 
the most conducive environment for that growth. 
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1. 



FORMAT 



!• Layout of Main Themes - As previously mentioned, the course is 

organized around four main themes: Individual Employee; Individual 
Supervisor; Enqployee as Part of a Group; Supervisor as Part of 
a Group. The topics— Motivation, Jot Enrichment, Styles of Leader- 
ship, Communication, Group Processes in Decision-making, Formulation 
of Primary Groups, Specif ic Leadership Boles within Groups, Resistance 
to Change and Problem Solving—fall within these four themes. Each 
of the four main themes will be introduced on a special page with 
a listing of the specific topics covered. 

2. Layout of Sessions - Each session will be divided into two main 
parts: the preparation and the presentation. The preparation 
section will contain the following items: 

Preparation Section: 

a. Statement of "Objectives" in terms of measurable, behavioral 
outcomes. 

b. "Notes to Instructor" which will usually cover most of the 
following points: 

1) purpose of module 

2) main concepts 

3) typical participant reactions 
h) any special advance preparation 

5) reading sources for each modvile 

6) necessary visual aids and materials 
T) applicable trade secrets 

Presentation Guide: 

a. The presentation guide is organized in the following manner. 
Each page is divided into two sections with the right hand 
section containing the detailed presentation. The left-hand 
side contains basic teaching process instructions such as 
"handouts", "question", "table group", "discussion" etc. 
Any special instructions within the body of the presentation 
are designated by parentheses and introduced by the heading 
"Note to Instructor". Key points to be brought out in dis- 
cussions are under the title, "Key Points" with each point 
preceded by an asterisk. 
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3, Behavioral Objectives - Each session Is preceded "by a set of objectives 
stated In behavioral terms. They state what a successful .learner 
should be able to do at the end of the session. The objectives are 
limited to visible activity displayed by the learner. Hopefully 
other things result that aren't as measurable, but only those behaviors 
that are obvious through observation are listed as objectives. 

A Ffev Suggestions and Comments - As comprehensive as this manual 
may appear to be, it should be regarded as a general guide. Although 
you are encouraged to put the main content in your own words, the 
progression of themes should remain relatively fixed. Topics within 
these themes, however, could be rearranged to suit the instructor 
and the group. 

The manual is written in step-by-step fashion, but the subjects are 
treated in detail rather than in general outline form. As a result, 
it requires both serious advance study and your own strategic under- 
lining or personal notes for easier classroom presentation. 

INSTRUCTIONAL METHODS 
1. Participative rather than Lecture 

a. Androgogy is a phrase coined by Professor Malcolm Knowles (Boston 
University) to identify the emerging technology of adult learning. 
He makes the following assumptions about the characteristics of 
adult learning: 

As a person matiires, 

1) his self-concept moves from one of being a dependent person- 
ality toward one of being a self-directing human being; 

2) he acciraulates a growing reservoir of experience that becomes 
an increasing resource for learning; 

3) his readiness to learn becomes oriented increasingly to 
the developmental tasks of his social roles; and 

k) his time perspective changes from one of postponed applica- 
tion; and accordingly, his orientation toward learning shifts 
from one of subject-centeredness to one of problem- 
centeredness, 

b. The adult has moved out of the full-time passive student role 
into the role of "doer". With this change comes the need to 
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be treated with respect, to be in charge of one's own decision 
process, and;to be seen as a imique individual. His experience 
may be the biggest asset—and in some cases, a moniimental 
liability. While past experiences are great as comparisons 
and benchmarks for the consideration of new experiences, those 
eaqperiences often establish habits and patterns of thought 
difficult to alter. Nevertheless, to deny the learner's 
e3cperience is to thwart the greatest potential available. 
Things really happen ^en the learner connects the educational 
experiences with "real life". 

c. In accordance, the instructor's role is redefined into that of 
a facilitator of learning, a guide and a resource. He creates 

an environment and/or a set of eaqperiences from which the student 
can learn. The lecture method encourages passivity so should 
be indxilged in sparingly and, when utili?:ed, be reinforced 
through discussion or small group activities. 

d. Whether a classroom experience be role-playing, film, management 
simulation, or case-study, the processing of the experience or 
discussion afterward is of prime importance. Therefore, some 
guidelines for leading a discussion are included. 

2. Specific Participative Methods 
a. Group Mscussion Method 

1) Bie structured discussion is used to provoke the kind of 
involved reflection that adds to the growth of the partici- 
pants. The process of thinking about the questions and the 
Willingness to engage in the discussion is more important 
than right or wrong answers. 

2) In order for the group to exchange ideas and determine how 
new ideas apply to them, the leader must stimulate the process 
by asking questions more than one way, by paraphrasing, and 

by directing the conversation toward the goals set for the 
session. The line of questioning can follow a kind of 
Continuum, --progressing from observable facts (without 
opinion), to ideas and opinions, then to feelings about 
those ideas. 

Example:''^^e group has seen a film on role stereotypes. 
Tde questions might progress in this way: 

^ a) What roles did you see portrayed in the film 
,^ that were essentially masculine? feminine? 
(observation) 
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t) What do you think are some pitfalls of roles 
being imposed by a society? (opinion) 

c) What roles did you identify with In^the film? 
Is it possible to buck society' s.^x|)ectations 
of us? (feelings; self-applica^t:^pp) r:""^^ 

3) In preparation for leading a Qiscussion: 

a) Set a goal(s) for the discussion — What are you trying 
to accomplish? 

b) Develop probe questions that lead toward the goal(s). 

c) Develop open-ended questions that don't contain a 
specific implied answer. 

k) When leading a discussion: 

a) Guide the thinking of your group via the prepared probe 
questions. Amplify, clarify and summarize the ideas 
generated. 

b) Be aware of the participation or non-participation of 
each member of the group. You are searching for some 
form of involvement from the majority of participants. 

c) Don't approve or disapprove, i.e., "I like what you're 
saying." Just listen, paraphrase when needed for further 
clarification, ask questions, and draw them out. 

Role-Playing 

It's a method of portraying human interaction in imaginary situations 
in such a manner that realistic behavior is elicited. 

A situation is presented to the group and scmie members are asked 
to assume roles and to enact the situation toward- ficxne resolution. 
Occasionally other participants observe the behavior of the role- 
players. The scene may be carried to a resolution or the instructor 
may stop it at some critical point in the action. ^Bollowing the 
scene, obsearvations of the audience, as well as ^^jjjg ^ts and 
feelings of the role-players, are reported and -OfllWSiVt'd by the 
group. In this way, faulty diagnoses, alterna^^iy^. ^tions, and 
discrepancies between diagnoses and action canHpe Ugbatified. 

Role-playing is an exceptionally flexible methotJ^'ltoifeh can be 
used for a varieiy of purposes under many different conditions. 



The method is used in »'The New Police Beat'* (Session Vl) and 
in "Choosing a Color" (Session VIIl). 

c. Incident-Process Case Discussion 

A brief printed description of an incident requiring adjudication 
or decision is presented; the group must decide what additional 
information is required* 

The discussion leader, usually but not necessarily an instructor, 
is provided vith additional background and factual material vhich 
he furnishes only as members of the group request specific items 
of information. If the information is not requested, the dis- 
cussion leader does not provide it. Thus, students may finally 
be required to decide a case on the basis of only partial infor- 
mation because they failed to elicit all data needed to make a 
valid decision. After obtaining the desired information, each 
student writes his decision and the supporting reasons for it. 
The decisions are presented publicly by the students and debated 
with pressure by the leader toward arriving at a common 
conclusion. 

The method is used in the "John Timonium Case" (Session X), 
although in a modified version. 

d. Management Simulations or Games 

Games are kinds of experimental techniques for making various 
phenomena more real and immediate. 

The game is a simulation of a real management operation; it is 
easy to grasp even though it actually reflects a ccxnplex reality. 
It requires individuals to interact in a group thus providing 
much learning material based on conceptual behavior vs. actual 
behavior. 

Observers are frequently selected from among the learners. They 
are briefed and record each group's behavior under such headings 



as: 




1) 


Leadership within the groups 


2) 


Use of people resources 


3) 


Participation 




Roles taken by members 


5) 


Subgroups 


6) 


Decision-Making in groups 
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In post-game feedback sessions with the group, obsearvers can 
help participants think through their own performance and gain 
insight into their behavior. 

This method is used in "Heliport" (Session IX), The game is 
used as an integrator of course concepts presented to that point 
in time, and is completely behavioral in nature. 

The method is also used in modified form in "The Game of Life" 
where competition within organizations is simulated. 

Suggested Room Arrangements 

Vfe suggest any roOTi arrangement which facilitates group involvement 
and participation. One that works successfully in Supervision and 
Group Performance is the chevron-style of table positions. It 
encourages small group discussions and interaction which is so much 
a part of the course. | q j 



The course's frequent use of structural experiences necessitates 
a minimum class size of twenty- fooir with a maximum of thirty. 




UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 
Session I 
INTRODUCTION OP COURSE 



Objectives 
Participants vlU be able to: 

1. Introduce to the class at large one other participant by name and 
background. 

2. Use the first names of the majority of participants. 

3. Discuss their opinions concerning specific supervisory questlooa. 

Notes to Instructor 

Purposes 

1. Introduce participants to course fonnat and objectives. 

2. Cover administrative details. 

3. Introduce self and have participants Introduce one another to create 
ccmfortable atmosphere at outset. 

4. Qacourage participants to focus In on the course content and to reveal 
their thoughts and Ideas on the major topic areas. 

Main Concepts: 

This course depends on a high level of participation to be successful. 
The more participants feel a part of the group, the more inrndiate and 
believable the content of the program vlU be. In short they viU be 
living the content vhile examining it. Therefore, take the introduction 
seriously but be loose because it will set the tone for the vhole program. 
These varm-up exercises are fun and relax people but they are not the 
only ones you could use. See Ffeiffer and Jones, A Hiindbook of Structured 
Experiences for Human Relations Training for further ideai. Most 
participants initially expect an unimaginative, "typical" beginning to a 
course. Consequently, they are often surprised by the lij^it-hearted 
introduction. Some become self-conscious; others enjoy it. Dttpite 
their reactions, the objective of breaking down barriers is quickly 
acconplished. 



Be explicit about the objectives you vish the participants to achieve- 
both In this session and In all ensuing sessions* In other vords^ vrlte 
the expected outcomes on a flipchart or express them orally prior to 
each major presentation* This approach' creates behavioral goals tovard 
vhlch participants can direct their energies. Stress that other out- 
comes will certainly be forthcoming within the affective domain but 
unforttinately they're less measurable* 

Spending some time on the route participants will take through the week^ 
via the course outline, also satisfies the seciirity needs of Individuals 
in that they will have an idea of the general skeleton that the week's 
content will flesh out* 

It's useful to change the seating arrangements throughout the week to 
give participants an opportunity to interact with a variety of individual 
participants. The frequent seating mix-Tip also demonstrates the change 
in group characteristics with new group memberships. Different goals 
emerge; different communication patterns develop* And perhaps most 
importantly, individuals frequently play different roles within each 
new group, being a leader in one group, an active contributor in another, 
or a follower within another* There are a number of different methods 
for changing seating arrangements* Grouping people by astrological 
signs, color of hair, eyes, types of clothing or slnrply counting off in 
numbers are a few ways -rfiich have been used. Use your imagination in 
coming up with new ways to arrange beating patterns. 



Materials 

Visual Aids : 

Blipchart easel 
nipchart 
Pelt Pen 

Game Materials ; 

"Cocktail Mix"— 1 large (12" x 20") sheet of cardboard for each participant 
Ball of string and 1 pair scissors 

Felt-tip pens for all participants preferably in colors 
Tape recorder 

Cassette tape of background music 



Handouts: 



"6 Main Supervisory Questions" 
Resource Materials ; 

Pfeiffer, J. WlHiam and John E. Jones, 'Variations on "itio Am I?: A 
Cocktail Mix" pg« 3, A Handbook of Structured Bcperlences for Human 
Relations Training Vol. Ill, loiia: tJniversity Associates Press, 1971. 
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SUPERVISION AND GROUP PERFORMANCE 



DAY I: 



AM 



IM 



DAY II: 



AM 



PM 



TABLE OF CONTENTS 



• Scheduling Guide 

• Hajadouts 

• Foreword 



Session I 



• Introduction of Course 



THEME: INDIVIDUAL EMPLOYEE 

Session II 
(Part I) 



Session II 
(Part II) 



Session III 
(Part I) 

Session III 
tPart II) 

Session III 
(Part III) 



Motivation 

Motivation-Hygiene Theory 



Joh Enrichment 

Management "by Ohjectives (OPTIONAL) 
Lahor Management Relations 



THEME: INDIVIDUAL SUPERVISOR 



Session IV 
Session V 



Leadership Styled 
Communication Feedhack 



For gale by th« Sup«rint«nd#nt of DocumenU, U.S. Government Printinc Office 
Wftihinfton, D.C. 20402 - Price $8.95 
Stock Number 00«-000-00870-4 
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rtAY in 



THEME: EMPLOYEE AS PART OF A GROUP 

Session VI • Group Decision-Making 



Session VII 



• Trust and Cooperation 

• Group Characteristics 



THEME: SUPERVISOR AS PART OP A GROUP 



PH_ , Session VIII 



• Roles People Play in Groups 

• Shared Leadership 

• Supervisor as Completer -of - 
Group-Action 



DAY IV: 

m 
m 



Session IX 



• Integrator of Course Concepts 
("Heliport) 

• Person-in-the-Middle 



DAT V: 



AM 



Session X 



• Scientific Method of Prohlem- 
Solving 

• Course Integration Prohlem 
(*^Phe Case of John Timonium") 

• Change: Force Held Analysis 
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THE HISTORY OF TIMONIUM' S WORK GROUP 
(X-H5) 

THE CASE OF JOHN TIMONIUM-METHOD ANALYST'S 
REPORT (X-H6) 



The three articles from Harvard Business Review are not included in 
the package of participant handout^. They may be purchased from the 
Harvard Business Review, Reprint Service, Soldiers Field, Boston, 
Massachusetts (617 495-6192). As of March, 1975 the cost was: 

5 reprints $3.00 

6-100 reprints (each),,. .50 
additional lOOs .••.25.00 



UFITED STAIIES CIVIL SERVICE OOWMISSIQN 

SUPERVISION AND GKOUP EBRFOEMANCE 
HANDOUTS 



Session I 
Session II 



Parts I and II 



Session III - Part I 



Session III - Part II 
(Optional) 

Session III - Part III 
(Optional) 



Session IV 



Session V 



6 MAIN SUPERVISORY QUESTIONS (l-EL) 

MOTIVATION QUESTIONNAIRE (II -I -EL) 
MOmVATION - MASLOtf'S NEEDS KEKRARCHI (II -II -Hi) 
Herzberg, Frederick, "ONE MORE TIME: HOW 
DO YOU MOTIVATE EMPLOXEES?" Harvard 
Business Review Reprint, Jan. -Feb. 1968 

JOB ENRICHMENT (ill -I -Hi) 

PRINCIPLES OF VERTICAL JOB LOADING (III-I-H2) 
BRAINSTORMING (III-I-H3) 



. EXECWnVE ORDER IIU9I 
. CASE STUDY #1 (UI-IH-Hl) 
. CASE STUDY #2 (III-III-H2) 
. AREAS WHICH ARE/aRE NOT CONSULTABI£ OR 
NEGOTIABLE (III-III-H3) 

. Tannenbaum, Robert and Warren H. Schmidt, 
"HOW TO CHOOSE A LEAIERSBIF PATTERN", 
Harvard Business Review Reprint, May- 
June 19T3 

. LEADERSHIP (IV-EL) 

. THE BEST LEADERSHIP STXUS (IV-H2) 

. CCMMUNICATIQNS (V-EL) 

. ROLES PEOPI£ FLAY (V-H2) 

. WHAT DO WE MEAN BY A QIOUP (V-H3) 

. Lehner, George F. J., Ph.D., "AIDS FOR 

GIVING AND RECEIVING FEEDBACK" (V-HU) 
. Rogers, Carl R. and F. J. Roethlisberger, 

"BARRIERS AND GATEWAYS TO CCMMUNICATION", 

Harvard Business Reviev Reprint, July- . 

August 1952 



Session VI 



Session VIX 



POLICE BEAT - GENERAL INSTRUCTIONS FOR 

THE PRECINCT GROUP (VI-Hl) 
POLICE BEAT - INSTRUCTIONS FOR TONY A. 

BAMBINI, PRECINCT CAPTAIN (VI-H2) 
POLICE BEAT - SPECIAL INSTRUCTIONS , 

FOR WILMA GUMP (VI-H3) 
POLICE BEAT - SPECIAL INSTRUCTIONS FOR 

JOHN LEE HUNT (VI-H4) 
POLICE BEAT - SPECIAL INSTRUCTIONS FOR 

OSMOND FU (VI-H5) 
POLICE BEAT - SPECIAL INSTRUCTIONS FOR 

RICKY RICARDO (VI-H6) 
POLICE BEAT - SPECIAL INSTRUCTIONS FOR 

ROXANNE BLACK (VI-H7) 
"THE EQUAL EMPLOYMENT OPPORTUNITY PROGRAM 

IN THE FEDERAL GOVERNMENT" (A CAPSULE 
HISTORY) (VI-H8) 
"ELEMENTS OF AN AFFIRMATIVE ACTION PROGRAM 

FOR EQUAL EMPLOYMENT OPPORTUNITY" (VI-H9) 

"EEO RESPONSIBILITIES FOR LOWER-MIDDLE 
MANAGERS AND FIRST LINE SUPERVISORS" 
(VI-HIO) 

QUESTIONS ABOUT A GROUP FOR A SUPERVISOR 
(VII-Hl) 

DISCUSSION QUESTIONS FOR GAME OF LIFE 
(VII-H2) 



Session IX 



DIRECTIOJ^S FOR "HELIPORT" OBSERVERS 
(IX-HI) 

HELIPORT-GENERAL INSTRUCTIONS (IX-H2) 
HELIPORT-INTERRUPTION SHEET (IX-H3) 
A SUPERVISOR'S SITUATION (IX-H4) 
MANAGEMENT AND SUBORDINATE RATINGS OF 

SUPERVISORS (IX-H5) 
THE MERIT PRINCIPLES AND RELATED 

LEGISLATION (IX-H6) 



Session X 



THE CASE OF JOHN TIMONIUM-THE 
SITUATION (X-Hl) 

THE CASE OF JOHN TIMONIUM-DUTIES OF 
EXAMINERS (X-H2) 

THE CASE OF JOHN TIMONIUM- INDIVIDUAL 
REPORTS (X-H3) 

JOHN TIMONIUM' s CONFERENCE: A TRANS- 
SCRIPT (X-H4) 



ERIC 



UNTIED STAW , CIVIL SERVICE COMaSSlOlT 



SUPERVISION AND GROUP PERFORMANCE 
SCHEDULING GUIDE 



FROM 



TO 



ACOIVITIES 



8:30 9:00 

9:00 10:00 

10:00 10:15 

10:15 11:30 

11:30 12:30 

12:30 k:00 



Explanation of objectives 
Adini33i strati ve information 

Introduction of participants: 



BREAK 



"THE NAME GAME" 
"COCEEAIL MIX" 



Introduction to course content: SIX MAIN 
SUPERVISORY QUESTIONS 



LUNCH 

Motivation: 



..HIERARCHY OF NEEDS 
.MOTIVATION-HYGIENE THEORY 
.INTRODUCTION TO JOB ENRICHMENT 



TUESDAY 



FROM TO 



ACnVITEES 



8:30 



9:15 



Review of yesterday 

Job Eiarichment: .film "JOB ENRICHMENT IN ACTION" 
.small discussion 



TUESDAY, continued 



FROM 



TO 



AC!ZEVITIES 





10:15 




10:15 


10:30 


BREAK 


10:30 


11:15 


Job Enrichment: BRAINSTORMENG FOR MOOIVATORS 


11:15 


11:30 


Job Enrichment: SCREEK OUT HON-MOTIVATOES 


11:30 


12:30 


LUNCH 


12:30 


2:15 


Leadership Styles: .film "STYIES OF LEADEESHIP 

.discussion 


2:15 


2:30 


BREAK 


2:30 


if:00 


Comimini cation Feedback: ACTIVE LISTENING 


OPnONAL MODULE 


Management "by Objectives 


OPPIQtlAL MODULE 


Labor Management Relations 


(One or 


both are 





available to be 
introduced after 
Job Enrichment) 



HEDNESDAT 



FROM 



TO 



ACTIVITIES 



8:30 10:15 
10:15 10:30 
10:30 11:30 



Group Decision -Making: "POLICE BEAT" 
BREAK 

Trust and Cooperation; Group Characteristics; 
"THE GAME OF LEFE" 



11:30 12:30 



LUNCH 



WEUSESDAY, continued 



EBDM TO 



ACTIVITIES 



12:30 
1:15 

2:15 
2:30 



i:15 

2:15 

2:30 
4:00 



Group Characteristics: discussion on ^THE GAME OF 
HIE" 

Group Think: •film "(ffiOUP DYNAMICS: GROUP THINK" 
•discussion 

BEEAK 



•Roles People Play in Groups 
•Shared Leadership 
•Supervisor as Completer -of - 
Group-Action 



OPTIONAL MODULE Labor Management Relations 

(Also available 
to be intro- 
duced after 
Group Decision- 
Making) 



"CHOOSING A COLOR" 



THURSDAY 



FROM TO 



ACTIVITIES 



8:30 11:45 Integrator of Course Concepts: "HEIjIPORT" 
11:45 12:45 LUNCH 

12:45 2:45 Integrator of Course Concepts: Small group 

discussions 

2:45 3:00 BREAK 

3:00 4:00 Integrator of Course Concepts: Large group 

discussion 
Per son -i n-the -Mi ddle 



" 1 



HKM TO AC'llVXM'.I.RS 

8:30 9:15 Scientific Method of Problem-Solving 

9:15 11:30 Course Integration Problem: THE CASE OF JOHN 

TIMONUM 

11:30 12:30 LUNCH 

12:30 1:30 Course Integration Problem: Discussion 

1:30 1:^5 ; BREAK 

1:45 2:45 Change: FORCE-HEEJ) ANALYSIS 

Summary 

2:45 3:30 Course Closing Activities 



SUPERVISION AND GROUP PERFORMANCE 
Session I 
INTRODUCTION OF COURSE 



Presentation 
NOTE TO INSTRUCTOR ; 

NOTE 1. (Welcome participants. Give administrative information 

TO siich as: 

INSTRUCTOR 

* registration forms 

* hours of daily sessions 

* lunch and coffee breaks 
^ emergency phone nvunber 

^ standard of informality) 

2. Supervision and Group Performance has the goal of closely 
examining leadership and group behavior. We'll be 
studying group dynamics in order to better understand 
ways in which a supervisor can build and/or maintain 

an effective team. 

3. Over the years, the presentation methodology has become 
increasingly participative to reflect both our changing 
philosophy of learning plus the changing expectations 
of participating supervisors. The goals and general 
subject matter reamins Intact, but the ways in which those 
goals are achieved has changed in the direction of 
Involvement. 

h. One of the reasons for participation is to utilize all 
your experiences and knowledges. Together, you probably 
have an accvimulatlon of more than 100 years' experience. 
I can't compete with that. What I do have is the time 
to study behavioral concepts and the latest findings in 
management that I can share with you. 
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5. 



Another reason that we stress participation is that 
strong learning takes place as a result of "doing", 
of manipulating the material, of involvement. 



"I h^ar and I forget 
ELIPCJHART I see and I remember 

I do and I understand" 
Confucius 



Participation is not the best way for imparting a 
large amount of information — lecture is better. 
However, participation is a method that can help 
people discover: 

a. Vhat they know and don't know in regard to a 
limited range of topics 

b. Miat they and others think about these topics 

c. \Jhat they can do with what they know. Can they 
put the ideas into practice? 

6. Participation involves a dual responsibility: 
Instructor's responsibility: 

a. To present the concepts and 

b. To provide environments in which you can work 
with the ideas. 

Participant's responsibility: 

a. To involve yourself in whatever environments are 
provided for you in order to relate the concepts 
to your particular situation or to discard if 
inappropriate . 

7, Some of the participative methods that you'll be 
involved in are: 

a . Role-playing 

b. anal3f group discussions 

c. Management simulations (games) 

d. Films 

In addition, there will be lecturettes and some reading 
material. 
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8. So that you will have an Idea as to where we're headed 
throughout the week, I have an outline on the fllpchart: 

lUPCHART . INnrVinJAL EMPLOYEE 

. mravinJAL supervisor 

. EMPLOYEE AS PART OP A GROUP 
, SUPERVISOR AS PART OP A GROUP 

As you can see, we'll be moving from Individual con- 
siderations to group considerations. We cover within 
the "Individual" categories the primary role of a 
supervisor ^ leadership, and the primary responsi- 
bility of the employee ^ motivation. With a basic 

understanding of these two areas, we'll be more prepared 
to move on to group behavior. 

Specifically, the subjects covered will be: 
FLIPCHART . INIilVIIXJAL EMPLOYEE 

* MOTIVATION 

, INni:VII3UAL SUPERVISOR 

* ANALYSIS OP LEADERailP STYLES 

* OMIUNIGATION FEEEBACaC 

. HffiLOYEE AS PART OF A GROUP 

* GROUP DECISION-MAKING 

* CHARACTERISTICS OF PRIMARY GROUPS 

* COOPERATION vs. COMPETITION 

* GROUP-THINK FACTORS 

* ROLES PEOPLE PLAY IN GROUPS 
, SUPERVISOR AS PART OF A GROUP 

* LEADERSHIP AS A ROLE 

* SUPERVISOR AS COMPLETER-OF-GROUP-ACTION 
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^ SUPERVISOR AS PERSON- IN-THE-MIDHiE 



9. 



10. 



""IFAME OAME" U. 
(form circle) 
HOTKS 10 
INSTRUCTOR 



* ROLE AS PROHLSM- SOLVER 

* ROLE AS AGENT OP CHANGE 

Before getting into the content of the course, let's 
spend some time getting to know one another. 

I have a game which almost invariably teaches you the 
first names of everyone in the group within Just a few 
minutes versus the usual several days. It's appropriately 
called "The Name Game". 

"TH£ NAME GAME" 

ROTES TO INSTRUCTOR : 

a. (Have participants sit in a circle; you want every- 
one to be able to see everyone else) 

b. (You demonstrate the process to the group which is: 

- The "first person" in the circle says his first 
name ( Jason ) 

* Hie "second person" says the first person's name 
plus his/her own (Jason- Dana ) 

- The "-ttiird person" says the two previous persons' 
names plus his/her own ( Jason- Dana- Jack ) 

- Continue around the circle until the last person 
says everybody's name prior to his/her own) 

c. (People will groan, particularly those at the end 
of the circle. However, the last positions in the 
circle are frequently the easiest, because the names 
have been repeated often enough that they are cemented 
In those participants' heads.) 

12. We now know each others' names, but very little about 
each other. Let's get some information through more 
extensive introductions. A fun but effective way of 
learning about one another is via the game "COCKTAIL 
MIX". It's like a cocktail party with the exception 
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GAME 

"COCKTAIL 
MIX" — (Group 
introduction) 

NOTES TO 
INSTBUCTOR 



of 1) prohibition of alcohol, 2) prohibition of talking. 
Where's the cocktail party then? You walk around and 
mingle-- and eventually, you do get to talk. 

13. "COCKTAIL MIX" 



HOTES TO INSTRUCTOR ; 

a. (Participants introduce themselves through visual 
rather than verbal means.) 

b. (They are provided vith sheets of cardboird— ^ '-*0'lM'^ 
approximately 12" x 20" or Just half of a kraft . 
folder, a variety of cdlored thick felt-tip ' bcii'o 
pens, and string to hang the sheets around their U^IT*^/?: 
necks.) 

c. (On these sheets, they share information about 
themselves visually. 



EXAMPLES: 

1) May draw pictrxres of themselves: caricatures, 
cartoon strips, etc, 

2) May illustrate important events and/or interests 
in their lives. 

3) Specialty groups such as musicians, engineers, 
and chemists may depict themselves in their own 
symbols.) 

(The possibilities are endless, limited only by the 
degree of participant ingenuity. ) 

d. (After about ten minutes devoted to the visual 
representations, participant^ tie the completed sheets 
around their necks in "sandwich board" style.) 

e. (As soft music plays in the background, participants 
circulate in cocktail party fashion but without 
speaking for approximately five to seven minutes. ) 

f . (After this non-verbal phase, participants return 
to three or four individuals that they thought 
interesting, based on the previous encounters— 
and speak to one another. This takes another ten 
minutes. ) 
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HANDOUT 

TABIE GROUP 
DISCUSSION 



ih. Now that we have somewhat of a feel for who we'll be 

working with this week, I 'd like to have you concentrate 
within your table groups on the course's main subject 
areas* 

"6 Main Supervisory Questions" 

Each table group will deal with the same six super- 
visory questions. The discussion questions serve as 
a vehicle to help you: 

a* focus in on the course content 

b, give me an idea how you feel about and perceive 
each area 



15» Tackle the questions as a group. The importance 

doesn't necessarily lie in "the answer" arrived at, 
but rather in the process of discussion. 

16. The groups will report out when they're finished, 
probably about one half hour from now. 

TABIB GROUPS IT. (Groups report out:) 
REPORT OUT 

a. (Have every group report on the same question 
before moving on to the next one.) 



FLIPCHART 



b. (Report information on a flipchart under each 
question heading.) 



ERIC 
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UNITED - STATES CIVIL SERVICE CQM4ISSI01I 
SUPERVISION AND GROUP PERFORMANCE 



THEME 



• Session II 
(Part I) 

• Session II 
(Part II) 

• Session III 
(Part I) 

• Session III 
(Part II) 

• Session III 
:(Part III) 



INDIVIDUAL EMPLOICEE 

•Motivation 



•Motivation-Hygiene Theory 
•JoId Enrichment 



•Management hy Objectives 
(OPTIONAL) 

•Liaibor Management Relations 



UNITED STATES CIVIL SEEVICOS COMMISSION 




SUPERVISION AND GROUP PERFORMANCE 

Session II - Part I & II 

.MOTIVATION 
.MOnVATION-HYGIEHE: THEORY 

Objectives 
Participants will be able to: 

1. Define Motivation 

2. Identify Universal Needs as delineated by Abraham MbsIov 

3. Differentiate between motivation and "movement" within the Job 
setting, as defined by Frederick Herzberg 

k. Ccoplete the first two steps of Job Qirichmant 




Notes to Instructor 



Puipose: 

1. To provide the first building block toward the understanding of group 
behavior through recognition of tmiversal need levels that affect 
each individual within a group. 

2. To show the Impact of various motivation levels on group performance. 

3. To show that worker motivation can be increased by making whole Jobs 
reinforcing. 

Participant Reactions: 

Frequently, participants initially accept both Maslow* s and Herzberg* s 
theories. It's useful to aak "Devil's Advocate" questions to facilitate 
exploration and discussion of issues raised by exposure to their theories. 

II-l 



Because society has stressed the hygiene or external factors In getting 
people to do a Job, people tend to believe that motivation Is something 
you do to someboc^. Money^ In particular, Is regarded as the supreme 
motivator. This conditioning frequently Interferes with acceptance of 
the motivation-movement separation. Therefore, a questionnaire Is 
Introduced at the beginning of the session that questions the partici- 
pants' "best" and "vorst" work experiences. At this point, exposure 
to Herzberg's Motivation-Hygiene theory is yet to coine~and the feelings 
recorded on the confidential (always stress this) questionnaire mre not 
contaminated by knowledge of the theory. At the end of the session, the 
"best" and "worst" experiences are labeled by their authors as motivators 
or hygiene factors. 

!Qie results of the questionnaire generally bear out the contentlcm that 
the lack of good hygiene results in dissatisfaction and the presence of 
motivators results in satisfaction. If^giene factors, when present, 
move people temporarily; motivators motivate people over a longer period 
of time. 

Materials 

Visual Aids : 

Chalkboard and chalk Overhead projector 

FUpchart easel Movie projector 

Fllpchart Screen 
Felt-tip pen 

Film : 

"Klta (or What Have You Done For Me Lately? )" HIA Communications, 9401 Decoveriy 
Hall Road, "Rockvllle, Maryland 20850 

Transparencies ; 

Maslow's Hierarchy of Needs #L 
Maslov*s Hierard^r of Needs f2 

Handouts : 

Motivation Questionnaire 
Motivation - Needs Hierarchy 

Herzberg, Frederick, "One More Time: How Do You Motivate Qaplpyees?", 
Harvard Business Reviev Reprint, Jan-Feb 1968. 

Resource Materials : 

Maslov, Abraham H. Moftlvatlon and Persooalily , New York: Harper and 
Row, 1951*. . 

Herzberg, Firederlcki Work and the Nature of Ifan. New York: World 
Publishing, Times mrror, I9b0. 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GEDUP PERFORMANCE 
Session II - Part I 
MOTIVATION 



Presentation 
"Motivation Q^estionnaire" 

The questionnaire contains tvo questions: - 

a, "Describe the best experience you ever had on your 
job (or job you once had)" 

b. Describe the worst experience you ever had on yo\ir 
job (or job you once had)" 

NOTE TO INSTRUgPOR : 

(You want the participants to be specific in their - 
answers so it's important that you stress the form's 
confidentiality. When the motivation module—Maslow's '^-"^^ 
Hierarchy of Needs and Herzberg's Motivation-l^giene 
theory—is completed, participants will label their 
answers as either due to a hygiene factor or a motivator* 
The responses are then tallied on the board. The best 
job experiences always come out heavily as motivators, 
and, very frequently, the worst experiences are due to 
hygiene factors. If the worst experiences were labeled** '^-^5' 
by many as motivators, it pays to check out the labelliiigj 
the majority of the time it develops that a lack of 
motivators were present, thus being poor hygiene. In '-''-2 
other words, their answers were mislabeled. This question- 
naire and labelling process is effective in pointing up 
the validity of the theories presented.) -of 

Take T-10 minutes to fill out the questionnaire on an 
individual basis. 

a. It's confidential, so be specific 

b. It will be used as part of a poll at the end of the 
module 




c. Set it aside temporarily 
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5. If the supervisor's job is perceived as "getting the 
job done through people," a motivated work force turning 
out an effective product is extremely desirable. But 
how do you get motivated employees? How do you get an 
individual to do what you want him to do? 

6. Let's first come together on what we mean when speaking 
of motivation. The root of motivation-motive-is com- 
posed of two elements: 

a. Drive - biological energy 

b. Reward - Goal toward which energy is directed 

- Goal is perceived as rewarding based on 
the individual's past experiences 

EXAMPLES: 

"I'm hungry so I go across the street to a restaurant 

that serves ham sandwiches" 

ERIVE: Movement toward restaiirant 
REWARD: Food in stomach plus additional taste 
reward 

"If it suddenly rains on my way to the restaurant, I'll 

run for shelter" 

DRIVE: Running toward shelter 
REWARD: Dryness and comfort provided by that 
shelter 

In both instances, I am motivated. 

7. But you don't move in any direction unless you feel the 
need. If you are tired, you feel the need for a bed, 

a warm bath, or whatever would make you feel less tired. 
You direct your energy toward satisfying that need. 

8. Motivated behavior does not take place unless there 
is a need. 

In the previous examples, my needs were: 

. hunger 
. comfort 

Motivated behavior is directed toward satisfying an 
unmet need or desire. 
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If the need is met, there is no motivated behavior. 
I am not motivated to have pie a 'la mode after having 
eaten a 7-course meal-- my hxmger and taste needs have 
been met. 



QUESTION 
(list on 
board) 



9* Even though each person is an individual with his or 
her ovn ways of relating to the world, individual 
actions fit into a larger framework of universal needs, 

10. ^ttiat do you see as needs that everybo<^ has? 

(Response) 

We can break these out into two major groups: 



INHCATE ON 
BOARD WHICH 
ARE lOTSICAL 
OR PSrCHDLOGICAL 



11. 



QUESTION 



12. 



PHYSICAL 
(air, sleep, food, etc.) 

- tmiversal 

- animals share these 
needs 



PSrCHOLOGICAL 
(social, ego, achievement, etc.) 

- xmique to hiomans 

- individualized in terms of 
hov we seek to satisfy 
these needs 



Abraham Maslow, one of our great motivational psychologists, 
developed a theory of motivation. 

His theory positions these universal needs in a hierarchy. 
Why would he put needs in a Hierarchical Model? 
KEY POINTS: 



* People must satisfy the lower needs first; then they 
can move to higher needs. 

It's like a ladder: you're secure on the first rung 
before moving up the remaining rungs 

^ A hierarchy implies upward movement 

* People can both progress and regress on this pyramidal 
model 
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TRANSPARENCY 



14. 



15. 



16. 



IT. 



"MASLOW'S HIERARCHr OF NEEDS #l" 
Self-fju lfll^jne nt 



Ego 



Social 



Safety- 



Physical 



MASLOW'S THEORY ; 

Man's needs are organized in a series of levels—a 
hierarchy of lnrportance. At the lowest level, but 
preeminent in importance when they are thwarted, are 
his physical needs. Man lives by bread alone, when 
there is no bread. His needs for love, for status, 
for recognition are inoperative when his stomach has 
been empty for while. But when he eats regularly and 
adequately, hunger ceases to be an iii5)0rtant need. 

A satisfied need is not a motivator of behavior I 
Consider your own need for air. Except as you are 
deprived of it, it has no appreciable motivating 
effect upon your behavior. 

V/hen the physical needs are reasonably satisfied, needs 
at the next higher level begin to dominate man's behavior- 
to motivate him. And so it continues up the hierarchy, 
with satisfaction at one level allowing the emergence of 
needs at the next level. 

The most important point is that an individiial is domi- 
nated and his behavior organized only by unsatisfied 
needs. He is motivated to satisfy those needs that 
remain unmet. 



QUESTION 



18. Let's go through Maslow's Hierarchy Model. 

a. Physical needs are the most basic, the ones man 
can't live without. 

1) Which ones are on the list? >/hat else? 
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(Response) 



♦Pood 
Sex 
Sleep 
Exercise 



Air 

Protection from the elements 

Water 

Etc. 



QUESTION 



QUESTION 



2) When you get a full stomach, you begin to think 
about how you can guarantee hunger satisfaction 
over a long period of time. You are motivated 
now by safety needs, 

b. Safety needs« «needs for protection against danger, 
threat, and deprivation 

l) Wiich ones on the list? Miat else? 

(Response) 



2) 



QUESTION 



* Security 
Stability 
Dependency 
Protection 



Freedom from fear 
Freedom from anxiety and chaos 
Need for structure, order, 
law, limits, etc. 



EXAMPLE: Children need some structure to their 
world, a routine, rules, etc, to keep them from 
feeling anxious and unsafe. Permissiveness with- 
in limits is therefore preferred by children, 

- Adults, too, need orderliness and protective 
rules; the concern is for general risk avoidance 

- On the Job, the need is for the "fairest 
possible break" 

- Rituals, habit patterns, marriage and cliches 
satisfy these needs 



3) How are these needs met on the job? 

(Response) 

* Retirement 

Health insurance 
Appeal rights 
Salaxy 
Etc, 

h) If these needs are fairly well met on the Job, 
are the safety needs active motivators? 
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5) When an individual is no longer fearful of his 
physical velfare, he will begin to hunger for 
affectionate relationships vith people in 
general* These are the social needs. 

Social needs -«»needs for belonging, for association, 
for acceptance, for giving and receiving friendship 
and love* 

1) People desire a place in a group, in a family; 
desire "roots", a neighborhood 

EJCAMPILES: dubs, fraternities, fashion, 
personal-grovth groups 

2) MBuaagement needs to work with the natxiral 
"groupiness" of human beings 

* ^en organizational controls are at odds with 
these social needs, employees may become 
uncooperative and resistant 

* many studies indicate that tightly-knit groups 
work better toward achieving goals than an 
equal number of separate individuals 

3) How are these needs met within your work situation? 

If) Beyond the needs for love and belonging are the 
needs to "stand out", to be special in some way* 
These are the EGO or ESTEEM NEEDS* 

Ego needs— needs for high evaluation of self and for 
the esteem of others 



1) EXAMPLES: 



Strength 

Achievement 

Adequacy 

Mastery 

Coinpetence 

Confidence 



relate to one's self-esteem 



Reputation 

Prestige 

Status 

Fame, glory 

Recognition 

Appreciation 



relate to deserved esteem from 
other people 
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2) Satisfaction of the Ego Needs leads to feelings 
of self-confidence and worth; thwarting of the 
needs produces feelings of inadequacy and 
Inferiority. 

3) It*s dangerous to heavily base self-esteem on 
opinions of others rather than real competence 
and adequacy to the task. 

h) ItilB level of needs is rarely satisfied in the 
sense that individuals seek more and more satis- 
faction once these needs have become important. 

5) To yAiat degree are these needs met in your 
employees' Job situations? 

6) Specifically, how are they met? 

7) Wien all the previous needs are sufficiently 
met, there emerges yet another need— a new 
discontent! the need for self -fulfillment. 

Self-fulfillment needs — need for realizing one's 
potentialities, for continued self-development-- 
to become everything that one is capable of becoming. 

1) EXAMPLES: It may take the form of the desire to 

be an ideal mother or it may be 
eaqpressed asthetically, or in 
painting, or in inventions, 

2) The clear emergence of these needs rests upon 
somp prior satisfaction of the physical, safety, 
social, and ego needs. 

3) These four lower needs are referred to as deficiency 
needs ^ereas self -fulfillment is a growth need. 

k) Ohe distinction between the two is that failure 
to meet lower- level deficiency needs results in 
actual physical or psychological illness. 

5) EXAMPLE: - Dietary deficiencies lead to physical 
sickness 

- Deprivation of social and ego needs 
results in passivi-ty, hostility, 
resistance—all behavioral conse- 
quences of the sickness ; "thwarting 
of higher need satisfaction ." 
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6) As long as man struggles vith satisfying the 
deficiency needs, the self -fulfillment need 
remains dormant. But once the growth needs 
emerge, th^ can never be satisfied. 

7) You'll notice that the hierarchy diagram reflects 
this by being open on top. 

QUESTION 8) Do you see any growth needs among your engployees? 

How does management respond to these needs? 

19. Let's look at the Hierarchy of Needs in a different way: 

DIAGEAM OR 20. "MASLOW'S HIERARCffir OF NEEDS 
TRANSPARENCY 

a. How to read transparency: 

1) The various need levels are represented by a 
graph rather than a pyramidal diagram. 

2) Read the graph from left to right with the 
physical needs on the left and the self -fulfill- 
ment nee^s on the right. 

3) The peak of the curve represents a completely 
unsatisfied need. It represents motivation at 
its height within that need area. 

k) The downward curve indicates decreased motiva- 
tional strength. TJxe need is beginning to be 
satisfied. 

5) As one need decreases, the next highest need 
gains strength. Notice a trade-off point where 
the motivational force is equal. 

6) This next higher level peaks out and motivates 
you; then you behave in order to satisfy this 
need, etc. 

b. You'll notice that all the needs are present on the 
graph at all times. Just as they are in human beings* 
It depends on the Individual situation as to which 
need(s) is strongest. 

If the physical need is stronger than safety, you're 
motivated to satisfy the physical first. 
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If war vas waged in our own country, ego and social 
needs would probably drop to the background for 
many—with the new emphasis on physical and safety 
needs. 

c. Different needs are emphasized at different times. 

QUESTION d. Wiat iinplications does such a Hierarchy of Needs 

have for management? 

KEY POIKTS ; 

* When a manager tries to reinforce or extinguish 
behavior, it's important to know which needs are 
active within the individual rather than those 
that he thinks ought to be active. 

* Ohe general level of unsatisfied needs changes as 
society develops. Society and organizations have 
provided for physical and safety need satisfactions; 
therefore, motivational emphasis is shifted to 
social/ego/self -fulfillment needs. 

* Unless there are opportunities at work to satisfy 
the higher-level needs, people will be deprived 
and their behavior will reflect it. 

* If higher needs are thwarted, people will direct 
their energies on the Job toward more money in 
order to gain limited higher need satisfaction 
through material goods. 

NOTE TO INSTRUCTOR ; 

NOTE TO 21. (There follow two optional wind-ups to this session. 

INSTRUCTOR One is a large group discussion of the theory's appli- 

cation and implications. The other one has table groupg 
discuss applications, with subsequent sharing with the 
larger group.) 

OPTION I ; 

STIMULUS 22. Does it make sense to you? 

QUESTIONS 

AND 23» Are incentive plans motivators? 

FURTHER 

IIEAS * Probably not; the physical and safety needs are already 

met. 

2k. Learning determines which way needs will be met. 
* "Different strokes for different folks." 
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25* Needs of younger employees? Differ from those of older 
employees? Vlhy or vtiy not? 

26. How do you relate the "Generation Gap" to Maslow's 
Hierarch of Needs? 

a. Older generation - Went through the Depression 

- Unsatisfied physical and safety 
needs restated in a Security 
Needs fixation 

- Subsequently attenipted to satisfy 
these needs through accumxilation 
of material goods 

b. Younger generation - Secuilly needs vere veil taken 

care of by security-fixated 
parents; therefore, at an early 
age, they vere able to be moti- 
vated by higher needs. 

OPTION II ; 

DISCUSSION 27. What opportunities are provided your employees for all 
TABLE GROUPS five needs to be satisfied? Specifics. 

28. Hov are need levels manifested in your vork group? 

- Any need more common that others? 

(Then, discuss in large group) 

H/JIDOUT 29. "Motivation - Needs Hierarchy" 
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TRANSPARENCY 
Ma«low'« Hierarchy 
of Needs #1 



MAS LOW'S 
HIERARCHY OF NEEDS 



SELF- 
FULFILLMENT 
NEEDS 



EGO NEEDS 



SOCIAL NEEDS 



SAFETY NEEDS 



PHYSICAL NEEDS 



STRENGTH OF MOTIVATION 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 
Session II • Part II 
MOTIVATION - HYGIENE THEORT 



Presentation 

1. Abraham Maslow' s theory is mainly a tool for understanding 
motivated behavior and how such behavior is directed 
toward satisfying unmet needs. 

2. Psychologist Frederick Herzberg draws heavily upon the 
Hierarchy of Needs in establishing a theory strictly 
related to the job setting: the Motivation-Itygiene 
theory. 

Dr. Herzberg developed this theory from extensive research 
on employees'^ Job attitudes. Basically he asked two 
fundamental questions of employees in a wide variety of 
occupational and organizational settings. The respondents 
were asked to describe a time when they felt exceptionally 
good about their jobs and when they felt exceptionally 
bad about their jobs. 

Dr. Herzberg and his colleagues found that factors which 
truly motivate are "growth" factors, factors in the job 
content itself which serve to motivate workers when 
present. Factors falling outside of and surrounding 
the job content tend to cause dissatisfaction when 
, absent. ^ 



These questions were originally asked of 200 engineers 
representing a cross section of Pittsbiirgh industry and 
subsequently expanded to include accountants, utility 
employees, professional women, etc. 
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QUESTION 3. 

(list on flip- 
chart vith 
no comment) 



Dr. Herzberg describes the specific "growth" and 
"environmental" factors in his film, "KITA ( OR WHAT 
HAVE YOU DONE FOR ME LATELY?)"* Before viewing the 
film, however, name some things which cause employees 
at any level to work harder, produce more efficiently, 
with fewer errors. 



FILM 5. 

STRETCH 
BREAK OF 
2 MINUTES 

REFER BACK 
TO LIST 
DEVELOPED BY 
PARTICIPANTS 
BEFORE SHOWING 
FID4. DESIGNATE 
ITEMS ON THE 
LIST WITH AN 
"H" OR "M" AS 
APPROPRIATE. 

QUESTION 7. 



Dr. Herzberg will describe one set of factors which he 
calls "hygiene" and another set of factors which he 
calls "Motivators". Although Dr. Herzberg does not 
make it explicitly clear, these two sets of factors 
have almost nothing to do with one another. ^2 please 
focus in on the essential differences between these 
two sets of factors. 

"KITA (OR WHAT HAVE YOU DONE FOR MB LATELY?) " 



Referring back to the list of things which result in 
people working harder, more efficiently and with fewer 
errors, which items would Herzberg classify as hygiene 
factors and motivators? Why? 



Regarding Dr. Herzberg' s theory specifically, how does 
Herzberg define "Hygiene"? 



KEY POINTS ; 

^ Hygiene refers to factors which are found in the 
environment that surrounds the job content. 



^ Hygiene is concerned with how you V treat" people. 



For a rebuttal to Herzberg* s theory, please refer to Robert 
J. House and Lawrence A. Wigdor's article in the Winter 
1967 issue of Personnel Psychology entitled "Herzberg' s 
Dual-Factor Theory of Job Satisfaction and Motivation: 
A Review of the Evidence and a Criticism". 
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QUESTION 



8. What are the hygiene factors? 



FLIPCHART 
DIAGRAM 



HYGIENE 



MOTIVATORS 



KEY POINTS: 



* The company, its policies and administration 



(note the 
responses on 

flipchart diagram * The kind of supervision given 
as class relates 
them) 



The general working conditions 
The interpersonal relationships 
Salary, status and security of employees 



9. Dr. Herzberg says: "It is necessary to treat people 
well because if the B^giene Factors are poor—they'll 
give you poor performance, but if you treat them well, 
they will not give you good performance." 

QUESTION Do you agree or disagree? 

KEY POINTS ; 

* Factors involved in producing job satisfaction are 
separate and distinct factors from those which 
lead to job dissatisfaction. Since separate factors 
are considered, it follows that these two feelings 
are not opposites of each other. 

* Hygiene factors do not lead to motivation (satisfaction) 
but without their adequate supply, you have dissatis- 
faction. 

* According to Dr. Herzberg, satisfaction and dissatis- 
faction are not reciprocals of one another but affect 
people on two separate continua. 
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QUESTION 



QUESTION 
(plaee 

responses on 

flipchart 

dlagraiii) 



* Rygiene factors are based on the primaiy drives of 
the bo3y. Accordingly, they are short term, 
satisfaction returns to a zero point in a relatively 
short time, and the zero point escalates (it vill 
take more or better hygiene to suppress dissatis- 
faction). 

* The degree of potential dissatisfaction significantly 
increases when there is no outlet for expressing 
higher-level "growth" needs. 

10. Qr. Herzberg described another set of factors as 
"Motivators". Vhat characterizes the "Motivators"? 

KEY FOmTS ; 

* MDtivators are stimiili for satisfaction of the 
growth needs. 

* On the Job, they are located in the Job content. 

* Motivators bear directly on how people are utilized 
at work and not how they are treated. 

* They are based on higher level, "growth" needs, that 
relate to that unique human characterist:^c: the 
ability to achieve and, through achievement, to 
experience psychological growth. 

11. What facttrs are listed as "Motivators"? 
KEY POINTS : 

* Achievement 

* Recognition for task achievement 

* Interest in the Job 

* Responsibility for tasks of greater difficulty 

* Further growth and advancement to higher level tasks 

All the above key points are achieved through tasks that 
induce growth in the Job setting. 
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QUESTION 12« Referzizig back to the list we developed before ve saw 

the fllm^ what items f^m that list can ve classify as 
Motivators? 

(Response) 

13* The question ve should ask ourselves is vhether ve want 
movement (derived ftpom hygiene factors) or motivation 
(derived from the motivators). 

ihm In conoparing the characteristic qualities of movement 
and motivation^ ve can say that under: 



PLIPCHART 



MOVEMEIiT 



MOTIVATION 



External stimulation 



Internal stimulation 



People are told to do 
things 



People are alloved to do 
things 



Compliance 



Participation 



Employees have to be 
directed continuously 



Employees are self- 
directing 



Responsibility for task 
accomplishment is the 
supervisor's 



Responsibility for task 
accomplishment lies with 
individual employees 



QUESTION 15# Is there a relationship between Maslow's Hierarchy of 

Needs and Herzberg's motivation -Hygiene theory? 



FLIPCHART 

(overlay 

Maslov*s 

Hierarchy 

diagram) 



Hygiene Factors 



Motivators 



CO 

p. 

o 

p. 



CQ 

& 
4 



CQ 

8 



Compajay, its policies 
and administration 



Achievement 



Supervision 

Working conditions 

InteiTpersonal relation- 
ships 



Recognition 
Job interest 
Responsibility 



Salary, Status, 
Security 



Groxrth and Advancement 
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NOTE TO 
INSTRUCTOR 



GHAUCBOARD 
OR ELIPCHAHT 



Ttie notlvators seem to correspond to Meslov's Ego and 
Self -Actualizing (Growth) needs and the hygiene factors 
correspond to Maslow's Physiological, Safety and Social 
needs, 

16. In sumnary, then, yhen motivating employees, you, as a 
supervisor, must ask two separate questions. Die first 
is: how do you treet people? Are the hygiene factors 
adequately furnished 2 Die second question is: how do 
you use employees? Are their growth needs being met? 
To motivate people effectively, both these questions 
must be answered simultaneously* 

NOTE TO INSTRUCTOR : 

17, (Tally the motivation questionnaire* 

Ask the group the following questions: 

a. Of those whose "good" experiences involved motivators 
please raise your hands. 

b. Of those ^ose "bad" experiences involved the hygiene 
factors, please raise your hands. 

c. Of those whose "good" experiences involved the hygiene 
factors, raise your hands. 

d. Of those whose "bad" eaqperiences involved the moti- 
vators, raise your hands. 

Put the results on the following chart: 



gyglene 


Motivators 


Best WDrst 


Best Worst 


(c) (t) 


(i) (a) 



apical responses vill usually result in a high niomber in 
(b) and (a). 

Conclude "by stiggesting that the classroom experience and 
Herzberg's data are very similar. 
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At your option you can indicate that Dr. Herzberg used 
a very similar kind of questionnaire to arrive at his 
findings, ) 



JOB ENRICHMENT 



1, We have examined two theories of motivation: Mbs1ow*s 
Hierarchy of Needs and Herzberg* s Motivation - hygiene 
Oheory, Let's now examine how Herzberg* s theory is 
applied to work situations. 

2. A complete cycle of work should consist of four basic 
elements. They are: 



a. Planning — the processes of goal -setting and scheduling 
one's time to meet the goals; 



b. Organizing — marshalling resources to meet the goals; 

c« Doing/Dlrecting~executing the plan, using the 
resources available, and; 

d, Controlling/Evaluating — checking up to see how well 
goals and objectives are being met. 



PLIPCHART ^ Planning 

« Organizing 



• Doing/nLrecting 

, Controlling/Evaluating 



3o Today, most non- supervisory Jobs involve only "Doing", 
It's not very surprising that there seems to be a rapid 
increase in problems regarding "motivation". The H,E,W. 
report "Work in America" published in the Fall of 1973 
even went so far as to say that not only are most Jobs 
demotivating but that th^ also result in poor mental 
and physical health, 

k, Ttie reason many Jobs are structured the way they are can 
be traced back to the turn of the century and Frederick 
Taylor's introduction of Scientific Management, 
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5» Scientific Management vas designed to cut costs, increase 
production, maximize profits and divide work into single 
components* 

Proponents of Scientific Management believed that the 
average employee preferred work of minimum mental effort 
in lAilch satisfaction resulted from high vages alone. 
In short, people and parts were viewed as interchangeable. 

6. With economic prosperity, workers have become less con- 
cerned with mere survival. Most Anericans, for example, 
no longer want for material goods, homes or education 
with the same zeal that their grandparents did. Despite 
efforts to organize work by making the pursuit of 
affluence continually meaningful, workers have been 
more and more dissatisfied. The old rewards are losing 
their glitter. 

7. Workers are beginning to evaluate Jobs in terms of per- 
sonal satisfaction. Recent studies on Job attitudes and 
motivation, of which Frederick Herzberg's is one, have 
reflected this trend. 

8. The strategy for using Herzberg's principles is called 
Job airichment. The objective of Job Enrichment is to 
build back Into the Job the usurped elements of Planning, 
Organizing and Controlling/Evaluating. 

9. It's an actual technique utilized by hundreds of companies 
over the past few years. (See examples of Job Enrich- 
ment at end of this session.) 

10. Tomorrow we will examine Job Ihrlchment closely by actually 
enriching a few Jobs familiar to you. ' 

HW4EW0KK 11. In preparation for tomorrow, go through the first two 

steps in the Job £hrichment strategy. 

a» Choose a Job To Be Enriched? 

The first step is to select a Job \*iich answers the 
following questions: 

1) Is the eniplQyee not working up to standard? Or 
is he working up to standard but could be per- 
forming better? 

2) Is the hygiene OK? 
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Does the employee know how to perform his Job? 
Is the employee trained? 



k) Can the Job content be modified without too much 
technological difficxilty? 

If you can answer "yes" to each of these four 
questions, you probably have a Job "vfliich can be 
enriched^ 

b* "Examine the Job". 

Determine -yihat this employee actually does, not merely 
what the position description says he should do. 
Writing out a brief Job description or task list 
will suffice to accomplish this second step. 

HANDOUTS "Motivation Needs Hierarchy" 

Herzberg, Frederick, "One More Time: How Do You Motivate 

Hnployees?" Harvard Business Review reprint Jan- Feb I968. 
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JOB ENRICHMENT BCAMELES 

From giant General Motors corporation to a tiny, 50-worker iinit of 
Monsanto Chemicals' textile division in Pensacola, Florida, literally 
hundreds of companies have instituted enrichment programs. 

General Electric Company : 
>fachlne Operator 

Once young Jim," had a foreman telling him ^at to do, but there's no 
foreman in his life now. He's one of a small team of workers in a pilot 
project at the plant yAio 

— schedule their own work and make assignments based on 
periodic meetings with the area manager ^it^o gives out 
general quotas 

~ set up their own timecards 
~ discipline each other 

— operate free of any supervision except for two company 
personnel \^ho can be consulted 

63 people have been involved in this h year project (until I973) as a 
result of unsatisfactory outpuL and high tiimover in the tape machine 
operator area. Rather than making the operators "ever-bigger button 
pushers", G. E. opted for Job enrichment with increased planning and 
managerial responsibilities. The gains defV easy measurement in profit- 
loss terms, but turnover is down, morale is up, and gains come in 
intangibles, such as things getting fixed more quickly. 

Source: SP Chronicle, 1973 



Texas Instruments Janitorial Jobs 

As late as 1967, cleaning and Janitorial services for TI in Dallas were 
STipplled by four contracting firms. Cleaning effectiveness was 63^ of a 
theoretically perfect lOO^f and the quarterly turnover rate was 100?^. 

An experiment was undertaken to put Janitors in one selected building on 
the canpany payroll. In addition to an industry-average payraiae and 
ln5)roved training of employees, a Job enrichment program was xmdertaken. 

— Jobs were redesigned to permit each employee an opportunity 
to participate in the planning and control of his own work. 

— Supervisors w^re trained in teamwork and participative 
management. 

— Weekly team meetings were held to develop on a sustained 
basis a means of identifying individual, group, and 
organizational goals and to develop solutions to eliminate 
barriers to achievement of the goals. 
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Resxilts: 

— CLeazillness level Ijoproved to 83^. 

— Cleaning personnel required droipped from ISO to 71, 

— Quarterly turnover dropped from 100?t to 9^. 

Source: Job Design for Motivation, 1971, The Conference Board, "Job 
Enrichment and Teem Control: Lover-Level Jobs", pp, 39-^3, 



IPraveler'a Insurance Company 
Key-Punch Operators 

High absenteeism, low morale, and low productivity were Important enough 
problems at Traveler's that they decided to redesign the Jobs of one 
hundred key-punch operator &• 

— They transferred some' of the supervisory functions to the 
operator s, 

— Instead of dealing with one phase of the operation, operators 
carried through from start to finish, 

— Operators were responsible for their own particular corporate 
or individual customers, Tberefore, people were aligned to 
their own group of clients* 

The first year's results were dramatic: 

26% increase in productivity 
24^ decline in absenteeism 

Source: Newsweek , March 26, I973 



Indiana Bell Telephone 

Before: Assembled telephone books in 21 steps, each performed by a different 
clerk. 

After: Each clerk has individual responsibility for assesibling an entire 
book. 

Results: Turnover cut by JO^t, 
Source: Newsweek . March 26, I973 



Gaines Pet Food 

Before: Plant was run along conventional lines and was plagued by a 
lackadaisical work force, a absentee rate, and occasional 
acts of sabotage (someone once dumped a batch of green dye 
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into a hopper and spoiled an entire day's production of dog 
food). 

After: Rewarding and unrewarding jobs are shared equally. Etaplqyees 
are split into semi^autonomous teams. Each team selects its 
own foreman and at the start of each shift, determines how to 
meet production quotas, divides up jot assignments and airs 
grievances. Team leaders interview and hire replacements. 
Team members discipline malingerers. 

Results: Exceptionally high level of worker contentment. 

Productivity rate 20^30?t higher than other plants. 

Source: Newsweek, March 26, 1973 
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SUPERVISION AND GROUP PERFORMANCE 
Session III - Part I 
JOB ENRICHMENT 



Objectives 
Participants will be able to: 

1. Go through the process of enriching a Job as delineated by- 
Frederick Herzberg 

2. Brainstorm according to the four basic rules of Brainstorming 

Notes to Instructor 

Purpose: 

1. To demonstrate the process of making >rtiole Jobs reinforcing to 




workers. 



2. To expose participants to the Brainstorming technique both as a 
tool to aid in enriching a Job and as a step in problem solving. 

Main Points: 

Although brainstorming is a step in the entire job enrichment process, 
its utility as a step in the problem solving process necessitates more 
thorough exposure and elaboration. 

Brainstorming is an idea-generation technique devised by Alex F. Osborn 
as part of Creative Problem-Solving. Its original application vas in 
the advertising business, but it has since permeated all types of 
organizations. It is a group approach in which ideas are freely offered 
in rapid-fire fashion without regard for practicality or acceptability. 
To be effective, there must be no evaluation of any idea until after the 
brainstorming session. Seemingly foolish ideas may trigger a more 
practical one, and it's always easier to tame down an unusual idea than 
the other way around. Brainstorming operates within a struct\ire defined 
by the four rules of: 1) Don't evaluate; 2) Be freewheeling; 3) Aim 
for quantity (leads to quality); h) Combine and improve. 
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Rather than spelling out these fouf rules of brainstorming, it's more 
effective to have the group discover them. One. of the methods for dis- 
covery involves some role-playing between the instructor and two 
participants, in front of the class. It lasts only two or three 
minutes but illustrates well the rules of "no evaluation". 



Role -Playing Instructions: 

Purpose: The situation will demonstratife the first rule of 
brainstorming: DON*T ilVALUATE. 

Roles: All three are trainers in a General Management 

Training Institute. 

Situation: The three trainers are having a group problem- solving 
session. They're trying to generate new and different 
ice-breaker ideas for the first hours of "Supervision ' 
and Group Performance". They want ideas thdt will 
trarisform an aggregation of strangers into a comfortable 
group. 



Action: Trainer #L (instructor) 

All this person's ideai^ are rejected. This rejection 
leads to eventual withdrawal and "surrender" to the 
other's ideas. 



Trainer #2 (Participant) 

All this participant's ideas are accepted, particularly 
by the second participant who strongly praises and 
reinforces all the person's ideas. Tlie group eventually 
accepts some of these ideas as the solution. 

Trainer #3 (2nd Participant) 

This participant is instructed to strongly support the 
ideas of the first participant but consistently puts 
down the ideas of the instructor. This person never 
offers ideas of his/her own. 



When you brief the role-players earlier in the day, offer them some 
ice-breaker ideas to use in the situation, and develop some far- 
fetched ideas to use in your own role. 

Do not inform the class of your purpose in ,role-playing. Let 
them discover it themselves. 
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Before moving into the third step of Job enrichment (brainstorming for 
motivators), table groups, or the vhole class, choose one or tvo Jobs 
to be enriched. As an instructor, you have less control over the choice 
of Jobs to be enriched yhen table groups decide on their own. It pays 
to move around, listen in, and offer guidance as to >*iich one to vork 
vith if you decide on the table group approach. The most frequent down- 
fall is inaccurate measurement against the criteria questions in the 
2nd step. 



Materials 

Visual Aids ; 

Chalkboard and chalk Screen 
Flipchart easel Felt-tip pen 

Flipchart Masking tape 

Movie Projector 

Film : 

"Job Birichment in Action ", SNA Camaiinications , 9401 Decoverly Hall Road, 
Rocfcville, Maryland 20850 

Handouts ; 

Job Birichment 

Principles of Vertical Job Loading 
Brainstorming 

Resource Materials ; 

Osbom, Alex F. Applied Imagination , New York; CJharles Scribner's 
Sons, 1953* 

Fames, Sidney J. Creative Behavior Guidebook , New York; Charles 
Scribner's Sons, 1966. 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 
Session III - Part I 
JOB ENRICHMENT 



Rresentatlon 
NOTE TO INgPRUCTOR : 

(Briefly review the Motivation-Hygiene theory and the 
first tvo steps of Job Ehrichment as presented in the 
previous session.) 

The third step in the Job Enrichment Process involves 
idea-generation. You are looking for specific ideas 
or motivators to build into a Job to make the job more 
challenging. 

The film "JOB EHRICHMBHT IN ACTIOH " is a "technique" 
film. It demonstrates the implementation of the Job 
enrichment strategy by using the example of the sales- 
man's Job. The example is based on an actual case 
where Job enrichment was carried out with remarkable 
results in one of the world's largest chemical companies. 

You will recognize the first two steps of the strategy 
which deals with deciding on a Job or class of Jobs to 
be enriched; 

a. filter the Job through specified criteria 

b. itemize what the individual actually does 

In addition, you will be exposed to the remaining steps 
in the method. 

"JOB EHRICHMENT IN ACTIGH" 
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QUESTION 5« Wiat further Job enrichment steps vere demonstrated t 

KET POINTS ; 

^ Brainstorm a list of possible Job changes without any 
regard for practicality 

* Screen the list to remove 
« hygiene items 

- generalities 

- horizontal loading 

- technological Impossibilities 

* Gradually introduce the motivators decided upon 

* Allow the experiment to continue long enough for an 
individual or a group to become thoroughly accustomed 
to the expanded Job duties 

QUESTION 6. Wiat is the difference between Job enrichment and Job 

enlargement? 

KEY POINTS : 

* Job enlargement is adding more of the same level of 
work 

* Herzberg refers to this as "horizontal loading" 

- It only makes a Job structurally bigger 

- It enlarges the meanlnglessness of a Job 

* Some examples of "horizontal loading" are: 

« Increase the amount of production required 

- Add another meaningless task ^Ich is of no greater 
difficulty 

- Botate the individual through several different 
assignments. It provides novelly, but if the 
duties are of no greater difficulty it does not 
enrich the Job# 

QUESTION 1. What are examples of specific motivators that you can 

build into a Job? 

KEY POINTS : 

* Remove some controls on the employee's tasks while 
retaining accountability 
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* Give the employee a ccxnplete natural unit of vork 

* Introduce new and more difficult tasks 

* Assign specific or specialized tasks thereby enabling 
Individuals to become experts 



BRAINSTORMING 

1. Once the Job has been selected for enrichment^ Brain- 
storming is the method used to list preposed changes 
in the Job duties. 

QUESTION 2. What is Brainstorming? 

KBf POINTS ; 

* It's a group idea—generation technique in \*ilch Ideas 
are freely offered in rapid-fire fashion without 
regard for practicality or acceptability. 

* Brainstorming has become so much a part of the 
American scene that the verb is now included in 
Webster's International Dictionary: "Oto practice 

a conference technique by \diich a group attempts to 
find a solution for a specific problem by amassing 
all the ideas spontaneously contribute^ by its 
members," 

qUESnON 3. Wbiat do you know of the technique? 

KEY POINTS : 

* It was first introduced in I938 by Alex P. Osbom as 
a means of organized ideation within his advertising 
firm. Participants dubbed the method brainstorming 
because they were using their brains to storm a 
problem. 

* A similar procedure has been used by Hindu teachers 
for more than kOO years. It's called Prai ("outside 
yourself") --Bar shar a ("question"). There is no dis- 
cussion or criticism, until later meetings of the 
same group. 

* The modem brainstorm session is a creative conference 
for the -sole purpose of producing a checklist of ideas 
\*iich can subsequently be evaluated and further processed. 
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* Bie principal value of group brainstorming is the 
great number of good ideas produced within a short 
period of time. 



CHALKBOARD 



TABLE GROUP 
BRAINSTOBMING 



NOTES TO 
INSTRUCTOR 



ROLE-PLAYING 



k. With this limited exposure to the concept of brain- 
storming, you vill now practice using it on some very- 
simple problems. 

The reason for this is that brainstorming has certain 
guidelines necessary to its success, and the actual 
"doing" demonstrates these guidelines better than can 
words alone. 

Once you've gone through the small brainstorming problems, 
you ought to feel fairly comfortable in tackling the 
larger problem of enriching an individual, or group's 
Job, That will be your next step, 

5. PRACTICE PROBLEM #L 

"In T*iat ways can we improve a tube of toothpaste?" 

Each table group choose a recorder to write down your 
group's ideas and brainstorm for five minutes on 
Problem #L, Remember that brainstorming means to freely 
offer your ideas. 

NOTES TO IN3IRUCT0R ; 

6. (stop the groups at the end of five minutes. Get some 
representative answers from each group Just for the fun 
of it. Then tally each group's number of ideas on the 
board. These figures represent brainstorming without 
knowledge of the rules. After exposure to the guide- 
lines, the numbers of ideas should increase. 



EXAMPLE: 
Problem #L 
Problem #2 



Group 1 Group 2 Group 3 Group k 
^ h 7 3 



Now introduce the role-playing situation. The purpose is 
to demonstrate the necessity of a "Don't Evaluate" rule 
in brainstorming sessions. See "Notes to Instructor" in 
session Preface for more ccciplete instructions. Have the 
two pre- chosen participant role-players Join you in a 
sit-down conference in front of the class.) 
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7. I've asked two of your classmates to Join me in a role- 
playing situation in which we will attempt to reveal one 
of the guidelines for effective "brainstorming. 

We are in the roles of three trainers searching for some 
sparkling introductory exercisies for the opening session 
of "Supervision and Group Performance," We're looking 
for ideas that will rapidly make the group feel at ease 
and comfortahle with one another, 

(start the conference session, winding it up in about 
three minutes with one or two ideas of Trainer #2 adopted, ) 

QUESTION 8, What happened here? What happened to my ideas? What 

happened to me? 

KEY POIMTS ; 

* The ideas were ridiculed and rejected, 

* I withdrew or contributed more acceptable ideas, 

QUESTION What happened to Trainer #2's ideas? What happened to 

him/her? 

KEY POINTS ; 

* The ideas were praised and some were eventually selected, 

* The praise and support for the ideas were positively 
reinforcing to Trainer #2; therefore, he continued to 
produce ideas. And, of course, the more ideas an 
individual produces, the greater the chance of one of 
those ideas being selected, 

QUESTION What happened to Trainer #3»s ideas? What happened to 

him/her? 

KEY POINTS ; 

* He never offered any ideas; he only reacted to the 
. other's ideas, 

* He hesitated to offer ideas because he feared \rtiat 
others might think of them~they might be discounted 
or ridiculed and they probably coialdn't be as good 
as some already offered. 
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9. Ideas are generally evaluated as either "good" or "bad" 
vhen they are generated, Wien there is such evaluation, 
it reinforces the person with acceptable ideas while 
discouraging the person with non-acceptable ideas. 

"If you try to get hot and cold water out of the same 
faucet at the same time you will get only tepid water. 
And if you try to criticize and create at the same 
time, you can't turn on either cold enough criticism 
or hot enough ideas." 

The result of this evaluative approach is that not every- 
one can or does "get into the act". Before someone 
presents an unusual idea, he will think twice. New or 
unorthodox ideas will probably not be generated, and 
the purpose of the problem- solving session will be 
defeated. 

10. In Brainstorming, idea-generation is separated from 

idea-evaluation, therefore, the first basic rule that 
must be faithfully followed is: 



CHALKBOAKD 
OR 

FLIPCHAHP 



a. DON'T EVALUATE 

- Criticism is ruled out. 
withheld until later. 



Adverse Judgment must be 



Another important rule is: 

b. BE "FREE-WHEELING" 

- The wilder the idea, the better; it's easier to 
tame down than to think up 

- The above two rules are closely intertwined. A 
non- Judgmental atmosphere encourages "letting one's 
hair down" 

- Let those seemingly foolish ideas out; they may 
trigger usable ideas in someone else's head 

EXAMPLE: 



A growp of supearvlsors were trying to think \zp ideas 
as to how to keep plant workers from wasting time 
reading the newspc^ers in which they were packing 
their company's products. The first idea was to use 
foreign-language newspapers. The next idea was to 
hire illiterate workers. A third idea was to blind- 
fold the workers. A fourth idea was to hire blind 
workers for the Job. Ohe fourth idea was considered 
quite workable and advantageous. 
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CHAUCBOARD 11. PRACTICE PROHSM 

"in vhat ways can ve liiiprove a bed?" 



TABLE GBOUP 
BRAINSTOBMING 



NOTE TO 12. 
INSTRUCTOR 



QUESTION 
QUESTION 



CHALKBOJffiD 
OR 

FLIPCHAET 



13. 



NOTE TO 15. 
INSTRUCTOR 



16. 



Bach table group choose a recorder again and brainstorm 
for 5 minutes on Problem #2. Remember to defer Judgment 
and to be free^eeling. 

NOTE TO INSTRUCTOR ; 

(Get some representative answers. Ihen, tally the number 
of ideas on the board that each table group generates. 
They vlU usi^ally come up with many more ideas as a 
result of the "deferred Judgement" and "freewheeling" 
guidelines. Point this out via the tally for Rpoblem 
#L vs. Problem #2.) 

You all generated a much larger quantity of ideas. 

Was there more participation in the brainstorming? Wiy? 

In which problem- solving session did you cc»ne up with more 
unusual ideas that could be tailored into useful ideas? 

lU. The third rule of brainstorming is: 



c. SEEK QUANTITy 

- The greater the nvimber of ideas, the more the 
likelihood of useful, quality ideas. 

NOTE TO INSTRUCTOR ! 

(The following exercises demonstrate the strength of habit. 
The first ideas that come out in brainstorming are the 
habitual ones. Eventually the new and unusual emerge. 
Therefore, it's important to generate a quantity of 
ideas-- out of quantity comes quality. ) 

I'd like you to participate in a couple very quick 
exercises. 

a. Clasp your hands as if you were saying your prayers 
(interlace your fingers). 



1) Be aware of \Aiich thumb is on top. 

2) Separate your hands and put them back together so 
that the other thumb is on top. 



3) How does that feel? 
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Most people find it uncomfortable or tmnatural to 
reclasp their hands in the opposite yray. 

"b. As another demonstration, fold your arms in front 
of you. 

- Whichever \my you did this, try the opposite way. 

Most people find it difficult to change their 
customaiy way of doing things. At best, it feels 
strange. New ideas also feel strange; habit is 
comfortable. 

c. How many of you think you can name twenty birds? 
NOTE TO INSTRUCTOR ; 

(Very few people will think that they can name the 
birds. Ask scwieone yho doesn't think he can, and 
have him name the twenty. He'll be able to and 
you .will have made another point about habit- 
mental habit of doing less than we're capable of.) 

With the "Quantity" rule of brainstorming, we work 
through all those habitual, tried-but-true ideas 
first. Then, we can move on to newer, more unusual 
ideas which frequently, with refinement, are quality 
ideas. 

C3IALKB0ARD OR IJ. The fourth rule of brainstorming is: 
PLIPCHART 

d. COMBINE AND IMEROVE 

- In addition to contributing ideas of their own, 
participants should suggest how ideas of others 
can be turned into better ideas; or how two or 
more ideas can be Joined into still another idea. 

- When freely tossing out ideas, people combine and 
improve upon ideas almost unconsciously. However, 
^en there is a slowdown in idea production, con- 
sciously practicing "combination and improvement" 
can result in further valuable ideas. 

18. Brainstorming can be used for Job enrichment or for any 
other problem- solving purpose. And since the method 
necessitates a group, a few tips on the running of such 
a session should be helpful. 



III-'I-ll 



NOTE TO 
INSTRUCTOR 



TRANSPARENCY BRAINSTOBMING TIPS: 

a. Introduce participants to the four rules of 
brainstorming, 

* Post them on the vail for easy referral 

b. Run through a warm-up problem as practice. 

c. State some background information plus a problem 
statement. 

d. It's not necessary to give every fact about the 
problem. 

* It leaves more avenues open 

* Participants might not make the same assumptions 
that you do 

e. Once brainstorming has begun: 

* Don't permit long speeches or explanations — do 
this during the evaluation phase 

* Keep up the rhythm; explanations hinder this 

* Ask questions afterwards 

* Wien things slow down, the chairman can go around 
the group specifically asking for ideas. 

ENRICHING A JOB 

1. Now that you are familiar with brainstorming, you can 
move on to the third step of JOB ENRICHMENT: generating 
idea* for motivators to be built into the job. 

TABLE 2. Within your table groups, share information on the 

GROUPS eniplcyees in your organizations vhoee Jobs you would 

like to enrich. 

Then, as table groups, choose one or two of the Jobs 
discussed that you would be interested in enriching. 
You will actually brainstorm some prospective motivators 
for these Jobs. 
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NOTE TO 
INSTRUCTOR 



BRAINSTORM 
QUESTION 

CHALKBOARD 



NOTE TO 
INSTRUCTOR 



NOTE TO INSTRUCTOR ; 

(You can also do this on a ^ole-group basis. A few 
individuals share information on their enrployee vith the 
large group, and the group then chooses which one they 
want to tackle. Have two recorders record the ideas "by- 
using two flipcharts in front of the class. The entire 
class brainstorms. The problem with this method is that 
the group is really too large for a successful brain- 
storming session. However, it does permit you greater 
control over the correct usage of the method. ) 

3. The person whose employee has been chosen will be chair- 
person of the session. He or she will lead the table 
group plus write the ideas on flipchart paper posted 
on the wall. Remember the four rules of brainstorming 
and the tips on leading a brainstorming session. 

h. (BRAINSTORM) 

5. What were the screen-out factors enumerated in the film 
"JOB ENRICHMENT IN ACTION"? 

a. Hygiene factors 

b. Generalities such as "give them more responsibility" 
that are rarely followed in practice. They are also 
not specific enough to be usable. 

c. Horizontal loading 

more duties but of the same level of difficulty 

^ does nothing but increase the meaninglessness of 
the job 

d. Technological impossibilities 

Using these factors, screen your brainstormed lists. Be 
aware of viiy certain ideas are eliminated. Remember, too, 
that several ideas that are screened out, such as specific 
hygiene factors, can be valuable but just aren^t part of 
job enrichment. And, at this point, we* re concerned 
only with putting motivators into the job itself. 

6. NOTE TO INSTRUCTOR : 

(Have the groups screen their lists. Usually, the lists 
will shrink greatly in size, because in fact the groups 
have generated few true motivator ideas. Motivators are 
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more difficult to develop— and not only because the Jobs 
being worked on are probably nev to the participant's 
experience. It is also easier to think of external ideas 
such as training, counseling, more rewards and so forth— 
since that is the conditioned way to think about 
motivation. 

Ttie larger the quantity of ideas, probably the more and 
better motivators were suggested. Question the groups 
as to their adherance to the four rules of brainstorming. 
Hieir lists, however, will speak louder than their words.) 

7. Herzberg suggests that you avoid participation by the 
employees idiose Jobs are being enriched, especially during 
brainstorming . 

Dlrfect involvement on the part of the employees tends to- 
contaminate the Job enrichment process with human relations 
hygiene. Ihis is more true when participative techniques 
aren't commonly used. 

It gives employees a "sense of" making a contribution, 
a "sense of" participation. TOiis resvilts in short-term 
movement rather than motivation. Wxen you're trying to 
Judge the success of the new built-in motivators, it's 
easy to be fooled by the hygiene effects. 

NOTE TO NOTE TO INSTRUCTOR ; 

INSTRUCTOR 

(Se6i the appendix at the end of this session for notes 
on the HAWTHORNE EFFECT. It explains the idea of human 
relations hygiene more fully. It is helpful to refer to 
this at this point in the presentation.) 

8. It is suggested that you introduce the motivators into 
the Job gradually. The introduction of motivators is a 
change in the Job and since people tend to resist change, 
it is more easily accomplished if done little by little. 
When people are confronted with small changes and are 
successful in dealing with them, they'll have a greater 
willingness to move on to more changes. 

9. Also, be prepared for an initial drop in performance. 
There will probably be an uncertainty concerning the newly- 
granted responsibilities. The result will be lowered 
performance for a;*iile but performance should eventually 
rise above the Initial level. Because of prior knowledge 
that this might occur, you must allow a substantial enough 
time frame for this "new responsibility curve" to cooi- 
plete itself — at least a couple months. 



Hl-I-lif 



03 




10. In fact, if you really approach job enrichment scientifi- 
Qally you should set up a controlled experiement, CSioose 
tvo individuals or tvo groups with equivalent Jobs. 
Introduce the motivators in one \Aiile leaving the other 
as is. Keep the hygiene the same for both. Pr^^- and 
post-installation tests of performance and Job attitudes 
help to evaluate the effectiveness of the e3qDeriment. 
Limit the attitude test to motivator items. 



SUMMARY ; 

11. Supervisors and managers may experience some anxiety and 
hostility over the changes brought about through the 
enrichment of their employees* Jobs. 

The anxiety Is a fear that the changes vill result in 
poorer Job performance or that they wonH be able to 
handle the new responsibilities. 

The hostility results from a concern that employees will 
start assoming ^at supervisors regard as their 
responsibility. 

After a successful experiment, however, managers usually 
rediscover managerial functions that they have neglected 
in the past as a resxat of not having the time. 

12. Job axrichment, then, is a continuous management function. 
The initial changes should last for a long period since 
the changes will bring the Job up to a challenge level 
commensurate with the skill hired. 

And those who have stiU more ability will be able to- 
demonstrate it better througja enriched Jobs and win 
promotion to higher-level Jobs. 

The veiy nature of motivators— being based on the higher- 
level needs— insures a long-term effect on employee 
attitudes and performance. 

13. The question remains: 

Do You Want Movement or Do You Want Motivation? 

HANKXJTS "Job Bnrl?chment" 

^•Principles of yprtlcal Job Loading" 
•^Bralnstoarmlng" 
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APPENDIX-SESSION III-I 



THE HAWTHORNE STUHrES 

^ ° Harvard sociologist, and a team of social scientists 

conducted a series of experiments at the Havthome vorks of the Western 
Electric Con^any in Chicago, Illinois. Ttie team vorked with management 
in an attempt to explain the variations of productivity in the plant. 

Physical factors such as rest pauses, different types of lighting, shorter 

incentive plans vere the first to be investi- 
gated. But psychological factors emerged as the most Important. It was 
revealed that the worker's social as veil as physical environment was 
critically important in determining output. 

The experiments showed that increased attention by management rather than 
how that attention manifested itself was the Important thing. For 
exa^le, viien the lighting was Improved, production went up. When the 
lighting was dimmed, production also went up. Wiat really mattered was 
the attention the workers were receiving as the result of the experiments. 
Wage incentive systems, rest pauses, and the like were not taken for T*iat 
they were, but for what social meaning there was behind them. 

As the experimenters began to understand what an important part the 
informal social organization played within the context of the formal 
organization, the human relations movement began to unfold. 

Attempts at satisfying the workers' social needs eventually took the 
human relations form of small, cohesive group structures, a friendly 
supervisory style, and increased Individual attention. Personnel 
counseling programs were set up as formal comraunl.;ation routes between 
management and the worker, especially as regarded complaints and lob 
dissatisfaction. 

Worker satisfaction, then, was perceived as resulting from meeting the 
social needs. Supervisoiy practices were adjusted accordingly, and are 
still reflected in much of supervision today. 
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A FEW RECENT PUBLICATIONS 



APPENDIX - SESSION III 



Herzberg, Frederick, "The Wise Old Turk," Harvard Business Review , 
September-October 1974. Drawn in part from the forthcoming book: 
To Be Efficient and To Be Human , to be published in 1975. 

SUMMARY 

Herzberg discusses four different approaches to job enrichment, 
outlines their major features and purposes, and puts them into 
perspective regarding organizational development in general. 

He acknowledges the massive confusion today among the different 
job- enrichment approaches, however, believes from research and 
experience that orthodox job enrichment (enrichment based on the 
notion of individual growth) is still the most promising approach. 

Herzberg stre&ses the ingredients of a good job. They are not 
necessary to orthodox job enrichment alone, but they are primary 
to the approach. The eight ingredients are: direct feedback, a 
client relationship, a learning function, the opportunity for 
each person to schedule his own work, unique expertise, control 
over resources, direct communication, and personal accountability. 

The "wise old Turks" of the title refer to the individuals who 
know conceretely, visually, and experientially the history of 
numerous jobs. These people are a valuable source of information for 
for job enrichment and they are already on the payroll. 



***** 

Work in America: Report of A Special Task Force to the Secretary 
of Health Education, and Welfare, W. E. Upjohn Institute for Employ- 
ment Research, Cambridge: The MIT Press, 1973. 

SUMMARY 

Work in America discusses the fundamental role of work in the lives 
of most adults pointing out that jobs, as they are now, created pro- 
blems that can and do have serious effects on our society. It shows 
that work-related problems often result in declining physical and 
mental health, greater family and community instability, less "bal- 
anced" sociopolitical attitudes, and an increase in drug abuse, al- 
cohol addiction, agression, and delinquency. 

The report calls for large-scale reforms to alter this situation, 
beginning with thfe basic redesign of jobs to allow more individual 
responsibility and autonomy. It also suggests retraining or "self- 
renewal" programs for any worker who wants job mobility or a second 
career. 

excerpt from Newsweek 
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Rush, Harold M. F., Job Design for Motivation , New York: The 
Conference Board 1971. 

SUMMARY 

Seven case studies demonstrate multiple approaches to motivation 
through job design. 

This report examines some of the cultural and technological evolu- 
tions that have stimulated job design 'research and application of 
job design concepts in functioning organizations. 

It discusses: 

. the historical and theoretical influences on the job 
design movements 

the predominant methods of job design 

an analysis of company and union experience with job 
design application 

. guidelines for and barriers against job design 



***** 

"Manager's or Animal Trainers: An Interview with Frederick 
Herzberg", Management Review , J\ily 1971. 

Myers, M. Scott, "Every Employee a Manager", California Manageme nt 
Review, Spring 1968. 

House, R. V. and Wigdor, C. A. "Herzberg's Dual Factor Theory of 
Job Satisfaction and Motivation: A Review of the Evidence and a 
Criticism", Personnel Psychology Vol. 20, No. 4, 1967, pp. 360 to 
389. 



***** 

Jacobs, T. 0., -Leadership and Exchange in Formal Organizations , 
Human Resources Research Organization, December 1970, pp.140-151, 

SUMMARY 

In addition to the discussion of traditional two-factor (motivation- 
hygiene) theories of motivation, a case is made for viewing motiva- 
tion in social exchange theory terms. 

One important aspect of social exchange theory is that it regards 
iocial behavior in terms of the relative costs and benefits to parti- 
cipants, under the assumption that each individual seeks to maximize 
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his benefits and to reduce his costs. Motivation can be viewed 
within this frame of reference. 

For example, viewed from the subordinate's frame of reference, 
motivation is a direct function of three conditions: 

!• Expectation of receiving benefit if successful. 

2. Expectation that success will follow effort. 

3. Judgment that benefit is worth the effort. 

***** 

Li twin, George H. and Stringer, Robert A. Motivation and Organiza- 
tional Climate , Boston Division of Research, Harvard Business School, 
1968. 

SUMMARY 

Litwin and Stringer attempt to link the McClelland- Atkinson theory 
of motivation with the behavior of individuals in organizations 
through an intervening concept called organizational climate. 

The McC lei land-Atkinson theory was developed to explain behavior 
and performance related to the NEED FOR ACHIEVEMENT. More recently, 
the model has been extended to explain behavior related to the NEED 
FOR POWER and the NEED FOR AFFILIATION. 

All adults carry around with them the potential energy to behave in 
a variety of ways. How they behave depends on: a) the relative 
strength or readiness of the various motives a person has and b) the 
situational characteristics and opportunities presented. The situa- 
tion or climate in large part determines which motives will be aroused 
and what kind of behavior will be generated. 

The properties of organizational climate and their effects on the need 
for achievement, need for power, and need for affiliation are: 

1. Structure and constraint 

2. Emphasis on' individual responsibility 

3. Warmth and support 

4. Reward and Punishment, approval and disapproval 

5. Conflict and tolerance for conflict 

6. Performance Standards and expectations 

7. Organizational Identity and group loyalty . 

8. Risk and risk-taking 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 

Session III - Part II 

MANAGEMENT BT OBJECTIVES 
(Optional) 



Objectives 
Participants will "be able to: 

1. Define "Management by Obj-rctives" 

2. Demonstrate the ability to set goals and objectives 



Notes to Instructor 

Purpose: 

MBO, as a managing approach, helps provide solutions to several problems: 
coordination of separate but related activities, standards of performance, 
appraisal systems, and the release of inherent motivation. The emphasis 
in this module is on MBO*s role in motivation. 

There is increasing evidence, supported by formal research, that poor 
performance is often due to not knowing the supervisor's performance 
expectations. The setting of specific goals and objectives helps to 
rectify this situation. 

However, research has also demonstrated that the process of goal- 
setting has an equal effect on performance as knowledge of goals 
achieved. The process of goal-setting involves joint planning between 
the supervisor and enrployee(s). The subsequent control of performance 
resides within the employee, since he is working toward goals and 
objectives that he has participated in setting. MBO, then, provides 
another example of releasing natural motivation through reinstituting 
the usurped planning and control functions to a person's job. 

Because of the time constraints, this module can be optional. 
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Materials 

Visual Aids : 

Chalkboard and chalk 
Fllpchart easel 
Fllpchart 
Felt-tlp pen 

Resource Materials ; 

Morrlsey, (3eorge L. Mfatnagement by Objectives and Results , Mass. : 
Addlson-Wesley Publishing Co.^ 19to. 



Overhead Projector 
Wster soluble thin felt<-tlp pen 
Screen 
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UNITED STATES CIVIL SERVICE COMMISSION 

SUPERVISION AND GROUP PERFORMANCE 
Session III - Part II 
MANAGEMENT BY OBJECTIVES 

Presentation 

1. There is another approach to bringing out the natural 
motivation of individuals by re- instituting the Planning- 
Controlling function into jobs: MANAGEMENT BY OBJECTIVES. 
The overall goal of MEG- -setting and achieving forward- 
looking goals and objectives--differs from that of JOB 
ENRICHMENT, but the premises upon which it is based and 
the results from a motivational standpoint are similar. 

2. Management By Objectives i3 a response to the division 
of labor, which organizationally breeds specialization 
and heavy control from above. MBO*s concern is with the 
loss of direction, the ignorance of what the overriding 
goals are' that result from this separation of tasks. 
People get trapped into the worship of activities and 
tasks for their own sake with little concern for results 
or objectives. The emphasis is frequently on efficiency 
rather than a combined efficiency- effectiveness . 

3. This is a negative situation from a results point-of-view 
as well as from a motivational standpoint. Motivationally, 
people not only want and seek challenging opportunities 
but they also want to know what it is that they are 
supposed to be doing and how their performance will be 
measured. If they can participate in these planning and 
controlling functions, all the better motivation- wise. 

MBO appeals to the ego and self- actualization needs of 
today *s work force; therein lies much of the reason for 
its success. 

1^.. Essentially, then, MBO is a Planning- Control system 

approached participatively. It was introduced by Peter 
Drucker in 195*^- and has been further developed by such 
management theoreticians as Douglas McGregor and George 
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Odiome. It's a process in which the supervisor and 
eniplpyee jointly identify goals and major areas of 
responsibility in terms of expected results . And these 
goals and objectives are used in managing and evaluating 
performance . 

The supervisor and employee may have occasional progress 
reviews and re-evaluation meetings, but at the end of the 
set period of time, the employee is Judged on the results 
achieved. Whatever the outcome, it will be based on his 
accomplishment of the objectives he had some part in 
setting and committed himself to achieving. 

With this limited exposiire to MBO, "vdiat do you see as 
its potential advantages? 



KEy POINTS: 



Plan- 
Control 



People 



* It directs the manager's attention 
toward results 

* Since awareness of goals is a pre- 
requisite to effective planning, 
it aids in planning 

* It forces members of the organization 
to commit themselves to specific , 
achievement 

* It facilitates the manager's thinking 
in terms of the organization's future 
needs and setting objectives to meet 
them 

* People have a greater commitment to goals 
they helped formulate 

* People are more likely to control and 
coordinate their own activities because 
they know what will help or hinder 
objective achievement 

* People have an increased chance of personal 
development ; 

- They are better able to see their strengths 
and weaknesses 



- Thinking in terms of future results teaches 
them to try and anticipate change, define 
specific objectives, and delineate concrete 
measures of objective achievement. 



OPTIONAL 



^SJESTION 



QUESTION 



T. Let's look at ourselves a second. What might be the 
general goal for this session on MBO? 



(Response) 



KET POINT: 



* To gain an expos\ire to the MBO method 

8. Vlhat about our objectives? Some specifics within that 
general goal? 



(Response) 



KEY POINTS: 



TRANSPARENCT 10. 
(Overhead) 



* To be able to cite the steps in MBO implementation 

* To be able to demonstrate ability to set goals and 
objectives 

* To be able to define MBO 

We should set these objectives jointly, but since I have 
all the information in this case and time is short, I 
give you these possibilities as objectives. 

Let's move on to the steps involved in the MBO approach 
and see If ve can't get a little practice manipulating 
them. 

"SEQUENCE FOR PREPARATION OF OBJECTIVES" 

Here's a graphic overview of all the steps. Wte'll only 
briefly touch on a couple. 



TRANSPARENCY 11. "MISSION STATMENT" 



The philosophy statement that describes the organization's 
mission is usually referred to as a Mission Statement. 

EXAMPLE: Mission Statement for the Regional Training 
Center 

. Reason for Existence: To improve the quality 
of the government by providing quality training, 
services, and courses to federal, state, and 
local ajgencies. 
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ELIPCHAET • Scope of Work and Responsibility: To deliver 

supervisory, management, and executive courses 
on a reimb\iraable basis to meet agency needs, 

♦ To provide technical advice and assistance on 
training 



. To provide training leadership and coordination 
for agency activities, 

12, The Mission Statement must satisfy certain criteria: 

a. Gives scope of operation and is continuous in nature— 
a kind of \imbrella statement 



b. Covers areas of particular emphasis 



c. Provides a linkage- -something to \4iich sub-groups or 
individuals can relate 



d. Is clear and concise 



I vould like each of you now to vrite a sample Mission 
Statement, Instead of a job-related statement, vork up 
a statement on the "Mission of Parenthood", We'll then 
examine a few of them in order to get a clearer idea of 
an effective mission statement, 

POSSIBLE ANSWER : 

Mission of Parenthood 

CHALKBOARD ^ Transmit culture and certain skills 

OR 

FLIPCHART * Optimize psychological growth and development 



iNnrviiuAL 13. 

PROJECT 



^ Provide health care and economic support 
^ Provide love and psychological support 



NOTE TO Ik. NOTE TO INSTRUCTOR ; 

INSTRUCTOR 

(Elicit mission statements from the group; maybe write a 
few of them on the board or make a composite of several. 
Then critique them according to the previously mentioned 
guidelines: 
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- clear ^ concise? 

- llxikage? 

- scope and continuous? 

- areas of eaiphasls?) 
TBMSPABBSCI 13. '^GOALS'* 

General goals are then generated that lead to mission 
accoopllshnent. For exangple^ some general goals In the 
Regional Training Center vould be: 

-* Design courses 

- Teach or direct courses 

- Consult agencies on training needs 

16. Uxat would be soine general goals under our Parenthood 
Mission statement? 



q^JESTION 



(Response) 



KET POINTSj 



CSAUCBOARD 
OR 

PlilFGHART 



^ Develop communication skills 

* Dsvelop physical health 

* Develop the desire to leam^ etc. 
TRANSPARENCr 17. "OBJECTIVES" 



The general goals are used to develop specific objectives. 
An objective is a brief ^ written statement prepared by 
an eoqployee stating lAiat he/she is going to achieve^ vfaen 
he/she vlU achieve it^ and at ^at cost. These objectives 
should be end restilts^ not activities. 

For exanqple^ sooe objectives in the General Management 
Training Institute of the Regional Training Center vould be: 

Objective ; 

- To develop "Managing Human Behavior" by January, 19_^ 
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QUESTION 



CSALKBOABB 
OR 

HiIPCHARP 



Sub-Objectives ; 

- To vrite and have first draft tjrped of Sessions I and 
II by June, 19 

18. Obviously, throughout the MBO process, we are moving from 
the very general to the very specific. Ttie objectives 
and sub-objectives category is specific; therefore, they 
must be: 

- in behavioral or quantifiable terms 

- clear, concise 

- realistic and attainable 

19. Wiat would be some specific objectives and perhaps sub- 
objectives for Parenthood? 



(Response) 

KET POINTS ; 

Under Goal of "Develop Physical Health": 

^ To visit pediatrician once every two months 

^ To provide three daily nutritional meals 

* To have child follow hygiene schedule on daily basis 

- To have child bathe once a day 

- To have child take Vitamin B complex with each 
morning breakfast 

20. Further steps in the MBO approach take you through pro- 
graimning and scheduling, budgeting, establishing standards, 
measuring performance, and taking corrective action. 

21. We have concentrated on the planning aspects of MBO* 
Although the control aspects are expanded upon in deeper 
coverage of MBO, in actual fact much of the control is 
internalized as a resxat of participative objective- setting. 

22. Ttie only way to approach MBO is participativelyj otherwise 
the method is misused. Through Joint collaboration on 
goal and objective- setting, planning and control are 
largely returned to the individual employee. The result 
is increased motivation and more effective performance. 
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UHITED STAOES CIVIL SERVICE COMMISSION 



SUPERVISION MD GROUP PERFORMANCE 
Session m - Part III 
LABOR MANAGEMEINT RELATIONS 



Objectives 
Participants vill be able to: 

1. List reasons why federal employees join unions 

2. Discuss the use of participative management in an organization 
that has an exclusive union 

3. Determine when a supervisor is obligated to consult with the 
union representative 



Notes to Instructor 

Main Points: 

This module is divided into two parts: 

1. Why people join unions 

2. Participative management in a union environment 

Both parts can be taught together or stand alone. If separated, the 
first section can logically follow the discussion on Motivation. 
Participants sometimes feel slighted because the employees are represented 
by a union. If they can be assured that employees have needs which are 
best satisfied by a xanion, they may feel more comfortable with the union. 

The second section is especially necessary since the supervisor must 
recognize the obligation to participate with the union when contemplating 
changes in personnel policies and practices and working conditions. It 
is important to emphasize that participation is a valuable management 
technique, but if a union is present, the supervisor must— if discussing 
personnel policies, practices, and working conditions— talk to the union. 
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In other words, the focus of participation in certain areas has shifted 
to the union "which, of course, represents the employees • 

A great deal of policy in this area is set "by individual agencies and 
organizations* Participants must check to see vhat the policy is at 
their home agencies* 



Materials 

Visual Aids ; 

Flipchaxt easel 
ELipchart 
Felt -tip pen 

Handouts : 

Executive Order lll|-91 

Areas ^^ch Are/Are Not Consultatle or Kegotiatle 
Case Study 1 
Case Study 2 

Resource ; 

Executive Order llli-91 



This Executive Order is not included in the packet of participant materials 
An up-to-date copy of the Order as amended should be obtained by the 
instructor and distributed to participants. 



UNITED STATES CIVIL SERVICE COMfflSSION 



SUPERVISION MD GROUP PERFORMANCE 
Session III - Part III 
LABOR MANAGEMENT RELATIONS 

Presentation 

1* This will be a broad discussion. There isn't time in 
one and a half hours to cover many details in Labor 
Management Relations, 

For more information, one should read the Executive 
Order 11^91^ his or her installation's contract, or 
attend a class in Labor Management Relations, 

2, We'll concentrate on a few major points which will 
relate to the rest of this course. We'll discuss: 

FLIPCHART a. What motivates a person to join a federal union? 

(Guiding 

Questions) b. Will management have to involve the union in job 

enrichment projects? 

c. Can a supervisor use participative technicLues with 
his employees when a union has recognition in the 
organization? 

PART I ; WHY PEOPLE JOIN UNIONS 

QUESEEON 3# W do people join unions? 

KEY POINTS : 

* Federal employees have many benefits: 

. Life and health insurance 
. Retirement benefits 
• Grievance and appeal channels 
. Training opportunities 
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Why then would they Join unions? 

(response) 
MOTE TO IHSTRUCaPR : 

(Have each group brainstorm responses to the above 
question. After, five minutes, write two or three 
suggestions from each group on the board. Relate 
the list to Maslow*s Need Levels by linking a need 
level with each suggestion as follows.) 

Let's relate this list to the discussion of Maslow. 
What needs are people satisfying? 

KEY POMTS : 

* To influence Congress for higher wages, for more 
. benefits, for more liberal retirement (SAFETY 

and EGO) 

* To receive union benefits: life, health, and dental 
insurance ( SAFETY) 

* To have a representative in grievances and appeals 
- (SAFETY) 

* To participate in recreation, travel programs, 
cultural events, and gatherings (SOCIAL) 

* To have a "voice" in setting personnel policy (EGO) 

* To have a chance to become officials of the union 
which may mean a challenge, power, the opportunity to 
help others, and recognition (EGO and SELF-FULPILLMEKT) 

Would employees join unions if supervisors were fair 
and equitable? 

KEY POIMTS : 

* A "poor" supeirvlsor is probably a good organizer for 
. the union by frustrating employees into seeking 

solace in representation. People would probably 
join unions even \T±th a "good," fair and equitable 
supervisor. 
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* Management can't provide some of the things we've 
just brainstormed and discussed — for example: the 
social contact, the representative in grievances, 
the challenge of being a union official. 

* Even if a supervisor is "good" and effective, the 

. restrictions of the overall organization might move 
enrployees toward the union. 

* Union membership provides "guaranteed rights"; 

. workers are no longer dependent upon the good will 
of management. Instead, th^ switch from a passive, 
recipient stance to an active, assertive one. 

Therefore, instead of wondering "Why do th^ need a 
union?", accept unionism as a given fact and 
work toward building a good relationship with the 
union. 

What are the benefits of unionism to management? 
KEY POmTS : 

* It provides a commimication channel. The steward 

> can disseminate information from management to the 
employees and vice versa. 

* It offers a way for employees to participate in the 

- formulation of personnel policies and practices 
affecting their working conditions. This results 
in more and better ideas, and in commitment to the 
plans. 

PART II: PARTICIPATIVE MAKAGEMENT AND UHIOKCSM 

In other parts of this class, we discuss the value of 
using teams of employees in problem -solving and 
decision-makLng. Now we're talking about dealing 
with the union. 

Is there any conflict between these two concepts? 
KEY POIMTS : 

* Yes. If you have a union, you are restricted in your 
. use of teams of employees to discuss certain topics. 

* Unions have certain rights, granted to them by 

- Executive Order. We'll concentrate on those rights 
that relate to other topics in this course. 



III-III-5 



QUESTION 



10. What are these rights? 



HAHDOUT 



EXECUTIVE ORCER 11491 



nZPCHART 
(Write the 
words sur- 
rounded by 
q.uotes) 



PIIPCHAET 
(Point to 
"shall") 



11. 



KEY POINTS ; 

* According to the Executive Order, management "shall 
meet at reasonable times and confer in good faith 
with respect to personnel policies and practices 
and matters affecting working conditions." Manage- 
ment meets with the \mion which represents the 
employees in the unit. 

Let's examine the parts of this q.uotation. As we 
discuss all of these areas, you inight take notes on 
this handout. 

a. The word "shall" is interpreted as "must." 



ELIPCHART 
(Point to 
'Wet and 
confer") 



FUPCHART 
(Point to 
"Personnel 
policies") 



b. Management is obligated to meet with the union" 
concerning personnel policies and procedures. 

c. If management fails to do so, the xjnion can file 
an Unfair Labor Practice against the agency. 

d. The Assistant Secretary for Labor Management 
Relations (ASLMR) will decide the case. 

e. If the decision is against the agency, it must 
post a notice agreeing not to repeat its actions 
and will have to take any other actions specified 
by the ASIMR. For example, one agency had to 
nulUiy a KEF. 

12. "Meet and Confer" 

a. It means to either negotiate (seek to agree) or 
consult (seek the views of the vmion and give them 
good faith consideration). 

b. Rather than go into a detailed discussion of 
exactly when you negotiate and when you consult, 
I suggest that you learn your organization's 
circumstances . 

13. "Personnel policies and practices and matters affecting 
working conditions" 



111-111-6 



ERIC 



FLIPCHART 



FUTCHART 



a* Generally, m a n agement must negotiate/consult in 
all areas of personnel policies except if manage- 
ment is specifically prohibited ftrom or is not 
obligated to do so* 

b. Management is prohibited from consulting/negotiating 
in the following areas of management — ^retained 
ri^ts. Management retains the right to: 

1) Direct employees 

2) Hire, promote transfer, assign, and retain 
employees in positions vithin the agency, and 
to suspend, demote, discharge, or take other 
disciplinaiy action 

3) Relieve employees from duties 
h) Maintain the efficiency... 

5) Determine the methods, means, and personnel. 

6) Take whatever action may be necessary to cariy 
out the mission in emergency ... 

All of these are listed in the Executive Order 
under Section 12(b). 

c. Management is prohibited from consulting/negotiating 
that which is set by law or higher regulation 

(pay, basis for a complaint of dLscilmination, 
actions which can be appealed as an adverse action, 
etc.). 

d. Management has no obligation to consult/negotiate 
in the areas of: 

1) Mission 

2) Budget 

3 ) Organi zati on 

h) Number of employees 

5) Numbers, types, and grades of positions or 
employees assigned to an organizational unit, 
work project or tour of duty 
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6) Technology of perfonmng the work 



T) Internal security practices 

FLIPCHART 1^^. So, Tdaat is left? Some of the subjects which are 

consul table/negotiable are: 

a. Parking 

b. Hours of work 

c. Method of selecting people for training, shifts, 
and overtime. (However, management decides there 
will be a shift, how many people will be assigned 
to the shift, skills needed, etc.) 

d. Procedures in merit promotion, detailing, etc. 
(As stated before, management decides ^A^o will be 
promoted; but the imion can consult/negotiate 
on the procedures which are not set by law or a 
higher author! 

e. Scheduling methods for annual leave, holidays 

f . Procedures for sick leave 

g. Impact of any of the reserved rights 

This list is certainly not conrplete. Rather, the 
purpose of listing a few consultable/negotiable areas 
is to give you an idea of the sort of topic which is 
bargainable. 

15. If an agency were going to begin a Job Enrichment 
project, it should consul t/negotiate with the union 
on areas that fall in the scope of personnel policies 
and practices. Some of these areas might be: 

a. Impact of realignment of the work force 

b. InrpQjct of any change in working conditions 

c. Impact of the project on employees 

d. Method of choosing who would participate in the 
project 

e. Sislection procedures for training programs 
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16 • One of the rights of a union is the right to be con- 
sulted/to negotiate. 

This means that management has an obligation to 
consult/negotiate -with a union on various personnel 
policies and practices affecting the employees, 

17 • As we discuss in Participative Management, management 
should discuss matters with emplc^ees, Hovever, we've 
just stated that management must discuss certain sub- 
jects with the union. We ccxne back to the question 
asked before: Is there any conflict between manage- 
ment's seeking the views of all employees and seeking 
the views of the union? 

a. As stated in the Executive Order, *Vhen a labor 
organization has been accorded exclxisive recognition, 
it is the exclusive representative of employees 

in the unit...." 

b. Essentially, then, the union has the exclusive 
rigjht to negotiate/consult with management in 
personnel policies and procedures and working 
conditions for the employees in ■Hie unit. 

c. We are still embracing the concept of participation; 
however, for certain subjects the focus has shifted 
ftcm participation with all employees to participation 
■with the representative of the union or gaining 
xinion acceptance of working with employees. 

QUESTION 18. Could a manager discuss arpr matter with teams of 

supervisors, other managers, or management officials? 

a. Yes, because these people are not represented by 
the union. 

b. However, if the team decides to take an action 
which concerns a personnel policy or procedure 
or working condition of employees, management 
must consult/negotiate with the union prior to 
acting. 
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Ecnr about a supervisor ybo wants to use teams of 
engEkloyees? Is he precluded from ever tising them? 
Let's look at two case studies* 



lABIE 
(StOOPS 



NCnS TO 
INSXRDCaX)R 



QUESXIQH 



CASE STUDT #1 

NOIE TO msimucTOR : 

(Have each group answer the q.uestlon in Case Study 
fL and then discuss*) 

msCUSSIQN : 

20. Is the pztxredure for scheduling annual leave around 
holidays a consultable/negotiable subject? 

KEY FOIMTS ; 

* Yes; therefore, management must deal with the union 
. on -ais matter^ In this regard, it is iTxrportaat 

to recognize that for personn^ policies, pr^actices, 
and worMng conditions, tJbie union is the representative* 

21* Can a supervisor also talk to eraplcyees? 

KEY H)m B5 ; 

* An answer is impossible because a sirpervisor's 

. actions woiald derpend on the relationship he has 
developed with the uziLon, the general climate of 
labor relations in -Qie organization, and other 
intaxigiKLe factors* 

* A union could legitimately insist that a supervisor 
. only deal with them* 

* However, a union could also perait a st^ervisor to 
. listen to the view of employees* 

• The union may or m£Qr not want to be present* 

^ Generally, a siq^ervisor shoxald discuss 'Qtie whole 
- area of eccployee participation with the imion* 
They would need to deteznine: 
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• To what extent teams could be used 

• What topics could be discussed 

• Presence of the union 



22. In -Uiis cstse, then, the supervisor must talk to the 
union. He must be very cautious about talldng to 
any other employees. If some arrangement has been 
worked out with the union, then he might be able to 
have some contact with employees. 



TABLE 
GROUPS 



NOlE TO 
mSTRUCTOR 

QUESTION 



QUESTTON 



CASE STUDT #2 
NOTE TO INSTRUCTOR : 

(Have each group answer the question in Case Study #2 
and then discuss.) 

23. Is this a subject which is consultable/negotiable? 
(No) 

24. Therefore, could a supervisor discuss the matter with 
his/her employees? (Yes) 

KEY POINTS ; 

* The supervisor must be veiy careful that the discussion 
- doesn*t wander into the areas of personnel policies 
and practices and working conditions. 

^ For example, they would be talldng about consul table/ 
. negotiable areas if they discussed schedules for 
overtime or shifts or how to pick people for details. 

^ Again, the supervisor should have touched bases with 
^ the union to define the boundaries of discussion 
before he starts using employees. 

25. Therefore, if an organization wanted to initiate a 
Participative Management approach, it ought to contact 
the union to discuss such matters as: 

a. The impact on the employees 



b. The boundaries — what can and cannot be discussed by 
teams of employees. Perhaps the union would permit 
some personnel topics to be discussed in groups 
after contact by the manager with the union. Manage- 
ment may be able to work out an agreement. 
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26. If a supervisor expects to pi^tice some participative 
techjaiques vith employees, he/she should also talk to 
the union about these matters. Of course, the super- 
visor would first discuss this with his/her own 
management* 



CONCLUSION 

27 • Participative management is a valuable management tool. 
It provides important input from the enrployees and 
gains "ttieir commitment* However, if a union exists, 
management must use it as the vehicle for participation 
on certain subjects. 



JII -111-12 



03 



UNIFIED STATES CIVIL SERVICE COMMISSION 
SUPERVISION AND GROUP PERFORMANCE 



THEME 



INDIVIDUAL SUPERVISOR 



• Session IV • Leadership Styles 

• Session V • Communication Feedback 
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UNITED STATES CIVIL SERVICE CCMIESSION 



SUPERVISION AND GROUP PERFORMANCE 
Session IV 
LEADERSHIP STYLES 



Objectives 
Participants should "be atle to: 

1. Analyze situational, group, and individual forces prior to 
choosing an appropriate leadership style. 

2. Recognize the advantages and disadvantages of four different 
leadership styles. 

Notes to Instructor 

Purpose: 

This session marks a transition from one theme (Bnployee as an 
Individual) to the next theme (Supervisor as an Individual). The main 
purpose is to enable participants to examine their own leadership styles 
("Tell", "Sen", "Consult", "Join") as well as to examine the styles 
under which they are most likely to function effectively. Each style 
will have a unique effect on group performance. 

Participant Reactions: 

This session generally illicits much involvement. Supervisors are very 
concerned with their impact on others and are usually surprised to dis- 
cover that there are effective alternatives to the traditional democratic 
or authoritarian leadership models. Moreover, the situational analytic 
approach used in explaining the uses of these styles is confirmed by the 
participants' own supervisory experiences. Consequently the model 
results in a useful tool for self -analysis. 
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Materials 



Visual Aids ; 

ELipchart easel 
ELipchart 
Movie Projector 
Screen 
Itelt-tlp pen 

Film : 

"Styles of Leadership ", Roundtable Films, Beverly Hills, California 
Handouts ; 

Ttanenbaum, Robert and Warren H. Schmidt, "How to Choose a Leadership 

Pattern", Harvard Business Revlev reprint May- June 1973, 
Leadership 

Ihe Best Leadership Style 
Resource Material ; 

Tannenbaum, Robert and Warren H. Schmidt, "How to Choose a Leadership 
Pattern", Harvard Bisiness Revlev reprint May- June 1973, 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 
Session IV 
LEADERSHIP STYLES 



RHETORICAL 
QUESTIONS 



TABLE GROUP 
DISCUSSIONS 



Preseatatlon 

1. A key problem in the choice of leadership styles is the 
dilemma posed by the value of group participation versus 
personal decisiveness. A leader is usually faced vith 
the problem of balancing these two values. 

a. "What is the ideal proportion of each value in a leader- 
ship style? Or need they be balanced at all? 

b. Is there a certain combination that vill guarantee 
high morale, motivation, and teamwork in your vork 
group? 

2. As a "warm-up" exercise in this area of leadership, recall 
times in your work experience: 

a. In which you wanted to or had to make a decision by 
yourself 

b. In \*iich you felt it better to involve your employees 
in the decision-making process 

Discuss within your table group yitiy you chose the leader- 
ship style you did and what the situation was surrounding 
your choice. 

3. The film you are about to see attempts to clarify a few 
distinct leadership behaviors. You'll see some executives 
who are facing an important decision. Even though the 
characters portrayed in the film are executives in private 
industry, the decision-making processes are common to any 
supervisorial or managerial level in myost organizations. 
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Ohere will be no right or wrong solution to this dilemma 
of leadership. There are only egppropriate and inappropriate 
leadership behaviors based on different factors in unique 
situations. 

k. ALTERKATIVE 

I've put up a chart on %*iich you see the titles of four 
different Leadership Styles. 



HiIPCHART 




FILM 5. 

6. 

PKE-POST 
QUESTIONS ON 
CHAIKBOARD OH 
FLIPCHARr 

TABLE GROUP 
DISCUSSIONS 
(Groups answer 
questions, report 
out, and discuss 
at large) 

7. 



It is intended to show that there is a continxaum of leader- 
ship behavior moving from the authoritarian approach on 
the left to the participative approach on the right. Each 
executive you'll see will demonstrate one of these four 
styles. 

"STYLES OF LEA13ERSHIP " 

ncsqussiON 

a. Describe each leadership style. 

b. When should each style be most appropriately used.^ 
Why? 

c. What are the advantages and disadvantages of each 
style? 

d. Under ;ghich style would you prefer to work? Why? 

(go to item 14) 

ALTERNATIVE 

I've put up a chart on ^ich you see the leadership 
styles of "Tell" and "Join". They loosely correspond 
to the often talked- about "Authoritarian" and "Democratic" 
leadership models. 
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lUTCHAET 


Leader 


Join 




Tell 


Group 



8. ATter I show the film, I'd like each table group to discuss 
the foUoving questions and be prepared to share their 
conclusions vith other table groups. 



PKE-poar 

QUESTIONS ON 
CHAIXBOARD 
OR EmrCHART 



SHOW Fim 
UNTIL END 
OF 2nd 
LEAIKISHIP 
STXIiE 



a. Wiat are the essential differences between these two 
styles? 

b. lilien should each style be used? Wiy? 

c. Ifader ^ich style would you prefer to work? Why? 

d. Think of and describe alternative leadership slyles 
other than the two already described. 

I'm going to stop the film after the Join Leadership 
situation and then your table groups can discuss the 
pre-posted questions. 

9. "STALES OF LEAIERSHIP" 



TABLE GBOUP 
ISSCDSSION 
(Groups answer 
questions, report 
out and discuss at 
large) 

NOTE TO 10. NOTE TO INSTRUCTOR : 

INSTRUCTOR 

(Note on the chalkboard or flipchart a few of the groups' 
most salient remarks. Prepare then for the last section 
of the film by asking their responses to the fourth 
. question: "Think of and describe leadership styles other 
than those two Just described/) 

11. Let's match some of your remarks regarding alternative 

leadership styles to the remaining two sidles of leadership 
in the second section of this film. In viewing this 
section, prepare to answer the following discussion 
questions: 
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NOTE TO 
INSTROCTOR 



QUESTIONS 



a. Describe the tvo remaining styles. 

b. When should you choose each style? Why? 

c. Under ^which style vould you and your subordinates 
prefer to work? Way? 

(go to item Ih) 

12. ALTERNATIVE #3 : 
NOTE TO IHSTRUCTOR ; 

(After the diagram expos\ire to the fo\ir leadership styles 
and the film, involve the participants in a large group 
discussion. Some of the probe questions listed here 
usually spur the group into lively discussion of the 
issues. These questions can also be used in conjimction 
with table group "report-outs".) 

13. PEOBE QUESTIONS ; 

a. What is leadership? 

# The act of influencing others 

b. What leadership styles should Jim choose? 

c. How is "Tell" different from "Sell"? 

d. Is the "Sell" Method represented in the film the only 
way to use the "Sell" style? 

e. How does "Constat" differ troca "Join"? 

f. When is each method most appropriate? 



g. When is each method least sgppropriate? 

h. What should be taken intp consideration -vAien choosing 
a leadership style? 

i. Is a "Join" leader really a leader? 
J. Is one style strong, another weak? 

* No; th^ are Just different approaches 

* Dominance is not leadership 



k. Wiich style is most dlffioat to use? Why? 

^ The "Join" style requires an individual to "be 
constantly alert' and perceptive; it also requires 
a high threshold for ambiguity and uncertainty 

1. Wiich style is most common? V!hy? 

^ "Tell"; it's the easiest and quickest; it's very 
mnich a part of our culture 



m. Shotad a person have one leadership style? 

n. What's the essential difference between domination 
and leadership? 

o. What are the risks of each style? 

p. Advantages of each style? 

q. Hov do various leadership styles relate to motivation? 

r. Hov do leadership styles relate to Maslow's Hierarchy 
of Needs, Heraberg's Motivation/SEygiene theory, and 
Job Enrichment? 

(go to item ik) 

NOTE TO l4. NOTE TO INSTRaCTOR ; 

INSTRUCTOR 

(As the table discussion groups are reporting out and 
coorparing answers, begin noting on the flipchart their 
responses especially those ^ich deal vith the appropriate- 
ness or inappropriateness of different leadership styles. 
After a lAiile, you should have a list approximating the 
folloving. Do not, however, vrite the vords that aye 
in parentheses.) 
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HIPCHAKT 
OR 

CHALKBOARD 



15. 



EHPCHART 16. 
OR 

CmLKBQABD 
(Place ' 
item 16 as 
the three 
headings on 
the above lists) 



HANDOUTS 



(Leader) 

Habits and 
inclinations 

Value system 

Confidence in 
employee 

Tolerance for 
ambiguity and 
uncertainty 



(Situation) 

Kind of organi- 
zation desired 

Cbhesiveness of 
group 

Problem itself 
Pressures of time 



(Group) 

Need for independence 

Readiness to assume 
responsibility in 
decision-making 

Tolerance for ambiffoity 

Interest in problem 

Understanding of and 
identification with 
organizational goals 

Experience 

Expectations regarding 
sliarlng in decision- 
maMLng 

I 've been noting a few of your remarks on the chalkboard/ 
flipchart and Ixave grouped them into three main categories. 

Each category represents a set of variables or forces which, 
when analyzed pixjperly, can aid you in your choice of a 
leadership style. They are "Forces in the Supervisor", 
"Fdrces in the Oroup" and "Forces in the Situation!'. 

The use of an appropriate leadership style depends on 
the mix of these forces which only you as supervisors 
within your own uiiique situations caii analyze 
effectively. 

The k^ to good leadership, then, is to be flexible 
in using the most appropriate slyle depending on the 
"forces" at hand. 

'leadership" 

'^Ehe Best Leadership Style" 

Tannenbaum, Robert and Warren H, Schmidt, "How to Choose 
a Leadership Pattern", Harvard Business Review 
reprint, May-^une, 19737 
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APPENDIX - SESSION IV-1 



A FEW RECENT PUBLICATIONS 

Tannenbaum, Robert and Warren H. Schmidt, "How to Choose a Leadership 
Pattern", Harvard Business Review Reprint, May- June 1973. 

SUMMARY 

Tannenbaum and Schmidt have made a few modifications in the "contin- 
uum of leadership behavior" model that they first published in 1958. 
The old model remains essentially valid, but is updated as follows: 

1. Forces lying outside the organization are now included in the 
continuum model for the sake of exploring relevant interdepen- 
dencies between the organization and its environment. 

2. The manager is no longer seen as the determiner of group func- 
tions. In the basic continuum, the manager ultimately decided 
out of which position to operate. Employees made inputs and 
assumed power only at the will of the manager. Now, the bal- . 
ance in the manager- employee relationship is seen as being 
arrived at by interaction-direct or indirect-between the two 
parties. 

3. There is recognition of the power available to all parties 
rather than just to the manager — i.e. the unions, other forms 
of joint worker actions, and individual workers' expressions of 
resistance. These powers are more carefully considered than 
previously. 

4. The continuum formulation now reflects newer organizational 
modes rather than the traditional organizational structure 
originally assumed. Concurrently, titles are switched to 
"manager" and "nonmanager" as indications of a functional 
rather than hierarchical difference. 

The new modes are based on such observations as: 

. Both manager and nonmanager may be governing forces in 
the group's environment, contributing to the definition 
of the total area of freedom 

. A group can function without a manager, with managerial 
functions being shared by group members 

. A group, as a unit, can be delegated authority and can 

assume responsibility within a larger organizational context 
context 

The new behavior continuum uses different language than the former 
continuum, which strongly reflects all the above-mentioned modifi- 
cations. 
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CONTINUUM OF MANAGER - NON-MANAGER BEHAVIOR 



AREA OF FREEDOM 
For Manager 



^ea" 



OF FREEDOM 
For Non-Managers 



Manager 
able to 
make 
decision 
which 

non-managers 
accept. 



Manager 

must 

"Sell" 

decision 

before 

gaining 

acceptance 



t 

Manager 
presents 
decision 
but must 
respond to 
questions 
from non- 
managers 



Manager 
presents 
tentative 
decision 
subject 
to change 
after non- 
manager 
input 



Manager 
presents 
problems, 
gets 
inputs 
from non- 
managers, 
then 
divides 



Manager 
defines 
limits 
within 
which 

non-manager 

makes 

decisions 



1^ 



Managers 
and non- 
managers 
jointly 
make deci- 
sion with- 
in limits 
defined by 
organiza- 
tional 
constraints 



1^ 



r 



THE ORGANIZATIONAL ENVIRONMENT 
THE SOCIAL ENVIRONMENT 



2. Fiedler, Fred E., "The Trouble with Leadership Training is That it 
Doesn't Train Leaders", Psychology Today , February 1973. 

Fiedler, Fred E., A, Thenrv nf Leadership Effectiveness . New York: 
McGraw-Hill Book Company, 1967. 

SUMMARY 

Fiedler has developed and validated a leadership model which very 
clearly shows the situational nature of effective leadership. 
Fiedler's theory of leadership explains why some studies have shown 
that a directive, task-oriented leadership style promotes effective 
group performance, while others have shown that a non-directive, 
human relations-oriented style is most desirable. From earlier re- 
search Fiedler had concluded that the following three leadership 
dimensions are most important as factors that influence the leader's 
effectiveness : 



ERIC 



101 



A IV-3 



!• Leader-member relations: This refers to the leader's feelings 
of being accepted by his subordinates. 

2. Task-structure: This refers to the degree to which the follow- 
er's jobs are routine versus being unstructured and undefined. 

3. Power position: This refers to the power inherent in the leader- 
ship position, including official authority, support for the 
leader from higher management, the means available to the leader 
to grant or withhold rewards, etc. 

Fiedler's research results have shown that the most effective leader- 
ship style varies with the situation. For example, if good leader- 
member relations exist and the task is structured, and the leader 
power position is strong, a controlling, active (directive) leadership 
style is most effective. A permissive, passive, considerate style 
of leadership is called for if leader-member relations are good, the 
task is unstructured, and the leader position power is weak. A sum- 
mary of Fiedlers' studies of Leadership follows: 



SUMMARY OF FIEDLER INVESTIGATIONS OF LEADERSHIP 



Group 


Situation 












Leadership Style 


Leader-Memb er 


Task 


Position 


Correlating with 


Relations 


Structure 


Power 


Productivity 


Good 


Structured 


Strong 


Directive 


Good 


Structured 


Weak 


Permissive 


Good 


Unstructured 


Strong 


Directive 


Good 


Unstructured 


Weak 


Permissive 


Moderately 


Structured 


S trong 


Permissive 


Poor 








Moderately 


Structured 


Weak 


Permissive 


Poor 








Moderately 


Unstructured 


Strong 


Permissive 


Poor 








Moderately 


Unstructured 


Weak 


Directive 



Fiedler's leadership theory has been successfully tested by others 
and ranks as one of the most important break-throughs in the study 
of leadership. 
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SUPERVISION AND GROUP PERFORMANCE 

Session V 

COMMUNICATION FEEIBACK 
(Active Listening) 



Objectives 
Participants should be able to: 

1. Use one specific style of giving feedback: "Active Listening" 

2. Elicit feedback from others in an effective manner 



Notes to Instructor 

Purpose: 

Communication patterns follov the same continuum as leadership styles. 
The more an individual moves tovard the "Consult" and "Join" styles, 
the more necessary become tvo-vay communication skills. You need to be 
very avare of vhat individuals vithin a group are saying; therefore, 
in this session, the concentration is on one specific feedback technique. 

Only one aspect of communication is tackled here: feedback. Even more 
specifically, a technique called Active Listening devised by the psycho- 
therapist, Carl Rogers, is presented. Active Listening is also knovn as 
Reflective Listening. It's a feedback method in vhich an individual 
paraphrases a communicated statement for the sake of understanding, prior 
to responding to that statement. 

Active listening can include both reflection of content and underlying 
feelings. Hovever, as presented in this module, only feeSFack on content 
is encouraged—the thinking being that "feeling reflection" necessitates 
greater skill than can be imparted in one and a half hours. 

Participant Reactions and Things to Watch For: 

Stress that Active Listening, although practiced in extreme form in the 
session, is to be used in daily life only vhen deemed appropriate—certainly 
not constantly. 



The session is fun, largely because of the contemporary subjects suggested 
for discussion. Add to the topics or change them completely but alvays 
try to have around fifteen topic areas. Keep them current and contro- 
versial. People tend to get emotionally involved and forget to practice 
active listening. Therefore, you are kept busy moving around, listening 
to all the triads and joining the discussions for demonstration purposes 
vhere necessary. 

Materials 

Visual Aids ; 

Flipchart easel 
Flipchart 
Felt-tip pen 

Handouts ; 

Rogers, Carl R. and F. J. Roethlisberger, "Barriers and Gateways to 

Communication," Harvard Business Reviev reprint, July-August 1952. . 
Communi ca tions 

Lehner, George F. J., Hi.D. , "Aids for Giving and Receiving Feedback" 

Roles People Play 

What Do We Mean by a Group? 

Resource Material ; 

Rogers, Carl R. , On Becoming A Person , Boston; Houghton Mifflin 
Company, I96I. 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 

Session V 

COMMUNICATION FEEDBACK 
(Active Listening) 



Presentation 

Regardless of the leadership style one chooses, the com- 
munication pattern is an integral part of that style. In 
fact, communication patterns closely follow the same 
continuum as leadership styles; the one-way, boss-to- 
employee commfunication flow found in the "Tell" leadership 
style to the free flowing, give-and-take communication 
found in the "Join" leadership style. 

Communication, however, is a very broad subject running 
the gamut from electronic instruments to body language. 
Because of time limitations we will focus on one very 
critical aspect of interpersonal communications— -feedback. 

What is Feedback? 

(response) 

KEY POINT ; 

* Feedback is the process of observing responses to our 
communication until we get some knowledge of results, 
some knowledge of how well we ♦re coming across. 

When we communicate with one another, we fiad it difficult 
to avoid Judging or evaluating what the other person or 
group is trying to say. Even though this evaluation 
tendency is common in almost all interchanges, it's 
exacerbated in situations where feelings end emotions are 
deeply involved. The stronger our feelings, the more 
likely that there will be little mutual understanding in 
the communication. 

One way of minimizing the negative effects of evaluation 
and Judgmental thinking in communication processes is 
through the skillful use of feedback. Skillful use of 
feedback often means that all parties In a communication 



situation are actively involved in really listening to 
one another enrpathically and with understanding. A 
technique for acconrplishing this is called "Active 
Listening." 

6, Active Listening was originally devised and practiced 
by psychologist Dr. Carl Rogers for use as a psycho- 
therapy technique. Over the years. Active Listening 
has been foxmd usefxil in a wide variety of situations 
and organizational settings. 

THE METHOD: 



EXPLANATION 
OF THE 
METHOD 



T. In Active Listening, each person can e:q>ress himself only 
after he has restated the ideas of the previous speaker 
accurately and to that person's satisfaction. 

8. Here, we will be practicing it in the extreme in order to 
become familiar with the method. In our daily communi- 
cation, however, we woiild actively listen only when we 
wanted to make sure we understood something being com- 
municated to us. 



9. It would never be a constantly used tool since it slows 
conversation speed in half and is unnecessaiy a good deal 
of the time. 

10. However, when Active Listening is practiced: 



a. jEinotion goes out of the discussion 



b. Differences are reduced 



c. Remaining differences are of a rational and under- 
standable sort 



11. Active Listening doesn't necessarily me^n agreement; it 
is sinrply a tool for clarifying and understanding another 
person's ideas and point-of-view. 

12. NOTE TO INSTRUCTOR : 

NOTE TO (Ask the group if anyone is somewhat familiar with this 

INSTRUCTOR technique. If there is no one, choose or ask for a 

volunteer to spontaneously rol6-play the technique. It 
makes the whole process more comprehensible— and is 
therefore a very important part of the eS5)lanation. ) 
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PRACTICE SESSION: 



PRACTICE 
SESSION 
IN 
TRIADS 



PRB-POSTED 
ON 

FUPCHARF 
(ito not expose 
until this 
moment) 



13* Let* 8 practice the method to give you an opportunity to 
see hov It "feels". 

l4. Form triads, (little groups of three). If there are one 
or two people left over. Join a triad and make a foursome. 

15 • The roles for each member of the triad are: ^ 

a. Qhe "sender" 

• vill choose a discussion topic from the posted list 
and vlU start the conversation. 

Hie "receiver" 

. will discuss the topic with the sender. 

c. The "referee" 

. "Will make sure that the "sender" and the "receiver" 
consistently include the extra ingredient of Active 
Listening Feedback prior t6 making their own comments; 
he win also stop the exchange if the participants 
do not actively listen. 

l6. The purpose of the exercise is not td resolve Issues 
implicit in the discussion topics but to practice the 
Active Listening Technique. 

IT* Because this is a practice session, both the "sender" 
and the ."receiver" must apply this method throughout 
the conversation, although in our day-to-day activities, 
you would paraphrase only at certain key times. 

18. If you conclude discussion on one topic, Choose another 
and continue. Play "devils advocate" if the discussion 
needs to be more lively. 

19* You will have two 10-minute practice sessions. You'll 
switch roles before proceeding into the second session, 
so that everyone has a chance to practice. 

20. The following list of discussion topics are merely 

suggestions. You can bring up any number of topics not 
included in this list. 

* Government workers should be given the right to strike. 



Working for the Government is qasier than working for 
private industry. 
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- If you waat domething done right, it is better to 

do it yourself. 

- Government workers should have the right to engage 

in partisan political activity, 

- Many employees don't want to accept more responsibilities. 



NOTE TO 21. HOTE TO INSTRUCTOR ; 

INSTRUCTOR 

(You can list any number of topics which can also include 
local topics. The more contemporary, the better.) 

FLIPCHART 22. "Paraphrase to your partner's satisfaction before replying." 

23. Remember, the purpose of Active Listening is to increase 
understanding of what is being said rather than suggesting 
that individuals come to agreement. 

2hm (Two ten-minute sessions) 

DISCUSSION DISCUSSION ; 

QUESTIONS 25. Did you have difficulty in listening to your partner? Why? 

26. Did you have diffioilty in foimilating your thoughts and 
listening at the same time? 

- forgetting what you were going to say? 

- not listening? 

- rehearsing your response? 
KEY POINT : 

* Consider the value and accuracy of thoughts and comebacks 
if they are based on partial hearing. 

* Interrupt lengthy paragraphs for clarification. 

27. When others paraphrased your remarks, was it done more 
concisely? 

28. Did you find that you were not getting across what you 
wanted to say? 
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KEY POIMT ; 

* Elaborations on a point frequently confuse rather than 
clarify the issue, 

29, Were there tense physical feelings? 
KEY POINT ; 

* Real listening is a responsibility ^ich can be reflected 
in tension, 

30, Did this technique vork for you? Hov? 

31, If you vanted to use it, vdaen would you use this technique? 
Why? 

32, Hov vould you encourage such feedback from employees or 
yo\ir boss? 

KEY POINTS ; 

* If you do it, you serve as a model, 

* Ask the individual to restate your directions, or lAiatever, 
in his or her ovn words, 

* Explain the method to your employees, 

33, The purpose of this technique is not to change your own 
or anyone else's opinions or beliefs but to gain under- 
standing of yhat those beliefs and opinions are, Occa** 
sionally a side effect of this form of feedback, however, 
will be a change in the attitudes and feelings of those 
to \Aiom you would apply it. Most iniportantly, however. 
Active Listening is a feedback technique and feedback is 
at the core of the coramonication process, 

HANDOUTS 3k. !tegers, Carl R, and F. J. Roethlisberger, "Barriers and 

Gateways to Conmruni cation," Harvard Business Review 
reprint, July-August 1952 

"Communications" 

Lehner, George F, J,, Ph.D., "Aids for Giving and Receiving 
Feedback" 
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HANDOUTS 35* "Roles People Play. " Vrlte a short paragraph on how you 

(Homework) have seen these roles played in your work experience. 

Give examples. Be prepared to share the content of 

your paragraphs. 

"Waat Do We Mean IBsr A Group?" Prepare a short para- 
graph on specific classroom examples of primary group 
characteristics you've seen this week. 
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UNITED STATES CIVIL SERVICE COMMISSION 
SUPERVISION AND GROUP PERFORMANCE 



THEME 



EMPLOYEE AS PART OP A GROUP 

. Session VI • Group Decision-MaMng 

. Session VII • Trust and Cooperation 

• Group Char acteil sties 



UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 

Session VI 

GROUP DECISION-MAKING 
("Police Beat") 



Objectives 
Participants will be able to: 

1. Cite the advantages of group decision-making 

2. Cite the advantages of the "Join" style of leadership in group 
problem- solving and decision-making 

3. With the aid of appropriate handouts, explain the objectives and 
nature of the Equal Employment Opportunity Program 



Notes to Instructor 

Purpose: 

This session will uncover some general issues regarding group decision- 
making. The concept of increased commitment resulting from shared 
decision-making is introduced here, as is the general concept of Task, 
Maintenance, and Individually-Oriented functions. 

"Police Beat" is a role-playing exercise based on the well-known "New 
Truck Dilemma" developed by Norman R. F. Maier. Please see the Fore- 
word for a description of role-playing. The exercise is an example 
of a "Join" leadership style and, as such, serves to link the preceding 
session on leadership styles (The Supervisor as an Individual) to group 
decision-making and problem-solving processes (The Employee as Part of 
a Group). The other leadership styles ("Tell", "Sell", and "Consult") 
frequently emerge within the Police Beat workgroup, providing more 
material for analysis. 

Participant Reactions and Things to Watch For: 

You will need to brief the "Tonys" (Precinct Captains) and observers 
(if you use them) regarding the point of the exercise. Be sure to 
emphasize to the "Tonys" that they will be using the "Join" leadership 
style and cannot make a decision for the group. Do not elaborate any 
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further on how they are to function as "Join" leaders. It provides 
more material for discussion later. Have the observers watch the 
"Tonys" and record in what ways they specifically manifested the 
"Join" style. The objective is to help the group find a decision that 
fits its unique situation. Assign the role of timekeeper to the 
"Tonys" also as they will only have 25 minutes in which to come to a 
decision. 

Occasionally, some groups will not be able to reach a decision as to 
who should receive the new beat. Such deadlock situations can be quite 
useful in explaining the importance of maintaining a balance among the 
three kinds of roles (task, maintenance, individually-oriented). Dead- 
locks usually result from an excess of individually-oriented roles being 
played. Running beyond the allotted time frame also indicates the 
desirability of a more open-ended situation when utilizing group decision- 
making. 

Incidentally, deadlock situations also result from the "Tonys" not 
really being able to deal with fluid group situations such as "Police 
Beat". Leadership is frequently perceived as being either authoritarian 
or laissez-faire, leaving some supervisors ill-equipped to cope with this 
kind of decision-making process. 



Materials 

Visual Aids ; 

Chalkboard and chalk Flip chart 

Flipchart easel Felt-tip pen 

Game Materials: 



Police Beat Hand-outs 

Police Beat - General Instructions for the Precinct Group 

Police Beat - Instructions for Tony A« Bambini 

Police Beat - Instructions for Wilma Gump 

Police Beat - Instructions for John Lee Hunt 

Police Beat - Instructions for Osmond Fu 

Police Beat - Instructions for Ricky Ricardo 

Police Beat - Instructions for Roxanne Black 

Name tags - one for each participant 

Score sheet transparency (optional) 

Diagram of Group decision-making vs. Leader-centered decision-making 

transparency (optional) 
The Equal Employment Opportunity Program in the Federal Government 

(A Capsule History) 

Elements of an Affirmative Action Program for Equal Employment Opportunity 
EEO Responsibilities for Lower-Middle Managers and First Line Supervisors 



Resource Material: 
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Maier, Norman R. F. , Allen Salem and Alicia Maier, Supervisory and 
Executive Development, A Manual for Role-Playing , New York: 
Wiley, 1957. 
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SUPERVISION AND GROUP PERFORMANCE 

Session VI 

GROUP DECISION-MAKING 
("Police Beat") 



Presentation 

!• Up to now we've been primarily concerned with the 

Individual employee and supervisor regarding motivation, 
leadership styles and Active Listening, We are now about 
to examine the nature of group functions and processes. 

QUESTION 2, What happens when a group is asked to make a decision? • 



NOTE A FEW 
OF THE 
RESPONSES 
ON THE 
FLIPCHART 



(responses) 

3. Rather than merely discuss group decision-making processes, 
it might be far more useful if you lived through a group 
decision-making experience. Consequently, I have a role- 
playing situation called the "Police Beat". 



POLICE BEAT 



ROLE- 
PLAYING 



NOTES TO 
INSTRUCTOR 



Directions: 

4. Organize yourselves into groups of six. Each group will 
consist of Tony A. Bambini, Precinct Captain for 5 officers. 
The officers are Wilma, Osmond, Ricky, John Lee and Roxanne. 
Choose your captain after which 1*11 give you further in- 
structions. 

5. NOTES TO INSTRUCTOR ; 
(Groups choose captains.) 

(Give the captains their roles.) 



(Distribute "General Instructions" and briefly review 
them with participants. These are included in the packet 
of participant handouts.) 

(Distribute the remaining roles, cautioning all partici- 
pants not to divulge their roles to others. Also distribute 
name taga of officers to aid in role-playing. The roles are 
not included in the handouts. Copies are included in this 
instructor's guide. 
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QUESTION 6. How many of you are familiar with the role-playing 

technique? 

KEY POINTS: 

* Ro2 — playing is not quite the same as acting. There 
is no script and no carefully prescribed course of 
action. Instead, the role-player is provided with some 
information about his character and a general idea of the 
situation. 

* With this minimal information, the player lets his 
feelings develop in accordance with the events that 
take place in the role-playing process. He has the 
freedom to make up things that are consistent with 
the way it might be in a real- life situation. 

* Enjoy yourselves. Play your roles to the hilt, but 
come to a decision within the 25 minute time frame 
available for this exercise. 

* Do not share roles with other participants; reveal 
your roles through what you do, how you play them. 

NOTE TO 7. NOTE TO INSTRUCTOR ; 

INSTRUCTOR 

(While the "officers" are planning how they will play 
their roles, draw the captains aside. 

Privately coach these captains (Tony A. Bambinis) by 
emphasizing the following points: 

a. They are not to make a decision for the group but 
are to aid the group in finding a suitable decision 
for itself. 

b. This does not mean that the Tonys cannot participate 
in the decision-making conference. However, don*t 
spell out how they are to participate • Let them 
operate out of their own perception of "Join", and 
discuss it after the exercise. 

c. The purpose of this exercise is not only to examine 
group processes in decision-making but also to 
examine the dynamics which occur within a "Join" 
leadership situation.) 

(the captains return to their groups) 
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8« As soon as the Tonys return, you may start the role- 
playing situation. " Your objective is to decide on who 
will get the new beat. You will have exactly 25 minutes . 

(25 minute role-play session) 



NOTE TO 9. NOTE TO INSTRUCTOR ; 

INSTRUCTOR 



Team 


1 

(Example: ) 


2 


3 


4 




>„ 


W 


W 


W 






J 


J 


J 






0 


0 


0 






R 


R 


R 




\ 


Ro 


Ro 


Ro 


Commitments 










Exchanges 


2 








Dissatisfied 










Captain Satisfied 









Starting with team 1, ask each captain who got the new beat. 
Indicate this on the form by drawing an arrow to the initial 
of the officer who got the new beat. (Example shows "W" re- 
ceived the new beat.) Ask the captain, who received "W's" 
beat and draw an arrow from "W" to the appropriate officer • 
Continue this line of questioning until all exchanges have 
been slotted on the tally form. Then count the number of ex- 
changes and place that number in the "exchanges" row. 

Next ask the captain for the number of commitments (for cars, 
the next new beat, future exchanges, etc.) and place that 
number in the "commitments" row. Similarly, determine the 
number of members who were dissatisfied and whether the cap- 
tain was satisfied, placing that information in the appro- 
priate rows. Repeat this procedure for teams two, three and 
four . 
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In most instances, there will be a very low degree of 
officer dissatisfaction and a high degree of captain 
satisfaction. It points out that group decision-making 
conferences of this sort usually result in a high level 
of satisfaction and commitment to the decision reached. 

DISCUSSION; GROUP DECISION-MAKING 

QUESTION 10. Which decision is the best? 

(response) 

KEY POINTS; 

* Typically each? team will consider its own decision to 
be the best. * 

* After some probing questions, participants conclude 
that since each decision is compatible with the unique 
characteristics and personality mixes of each team, ^ 
the decision reached "works" for each respective group. 

* There will be instances, however, in which one individual 
(other than the captain) will dominate the conference 
and, as a result, a high degree of crew member dissatis- 
faction occurs with very little commitment to the de- 
cision. Careful probing will reveal this situation. 

* Some teams will deadlock, thud not arriving at any de- 
cision. Such teams have usually been characterized 
by a high degree of dissatisfaction and very little 
cohesiveness. Deadlocks usually occur when there is 
very little compromise and the captain either withdraws 
from the situation or attempts to break the deadlock by 
making the decision for the group, thus resulting again 
in a low level of satisfaction and commitment to the 
decision. 

* Occasionally, however, deadlocks are resolved by demo- 
cratic vote in which case there will be a satisfied 
majority and a dissatisfied minority— winners and losers. 
"Majority vote" may or may not result in a quality 
decision. But the real point ts th^t it won*t promote 
total* group acceptance. AftH one of the important reasons 
for using the group decision-making process is to promote 
quality plus acceptance. Acceptance and dissatisfaction 
are Incompatible. 
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11, 



QUESTION 



(List on 
f lipchart 
or 

transparency) 



FLIPCHART 
OR 

TRANSPARENCY 



* There were four (or whatever number) different solutions 
to this dilemma because the team members were different. 
When decision-making processes take the membership into 
account, a sense of ownership of the decision is reached 
and true commitment is realized. 

* In contrast, management tends to look for one "best" 
solution even though what is best for one group is not 
best for another group. 

Did some of the team members alter the facts in their res- 
pective role scripts? 



( 



response 



) 



* In most "real" group decision-making situations, people 
tend to alter the facts in order to gain influence. 

12. What are the facts in "Police Beat"? 



a. Seniority; 

b. Different beats; 

c. New beat; 

d. Cars vs. walking, etc. 
GROUP FACTS 



W ^ 0 
\ I / 
BEAT 



LEADER 



- seniority 

- cars vs. walking, 
etc. 



BEAT 



WJORRo 



"0 



a. The facts remain the same whether the group or leader 
makes the decision. It is how these facts are used 
that makes the difference. 
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b. A leader, at least theoretically, begins his decision- 
making activity by weighing these facts and eventually 
aiming at a decision impartially. 

c. A group, in contrast, makes a decision not only based 
on facts but also based on the feelings and personali- 
ties of its membership which, in effect, interprets 
and gives meaning to these facts. 

d. When this occurs, opportunity avails itself for re- 
* solving conflict. Conflict is an inevitable factor 

in the life of a group which may temporarily result 
in exaggerated claims and other misrepresentations 
during which feelings and personalities are being 
worked through. 
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e. The result of such a process, however, is the eventual 

tailoring of a decision to fit the unique characteristics 
of a given group. It is through this process of influence 
and interaction that responsibility and commitment to a 
decision is developed and maintained. 

(Write 13. In order for a decision to be effective, it must have two 
Quality and essential ingredients. It must have "Quality", the degree 
Acceptance to which the decision solves problems and is realistic. It 
under "Group" must have "Acceptance", the commitment a group feels toward 
on above a decision when the group members' personalities and feel- 
diagram) ings are taken into account. 

DISCUSSION: LEADERSHIP 

QUESTIONS 14. During this exercise, what leadership style did Tony use? 

(responses) 

How effective was it? 

(response) 

What did ths Tonys do to indicate what style was being 
used? 

(response) 

NOTE TO NOTE TO INSTRUCTOR; 

INSTRUCTOR 

(Have the observers report the specific "Join" behaviors 
they noticed in their respective "Tonys".) 

KEY POINTS: 



A "Join" leader - 

* Operates as a catalyst. 

* Has a major responsibility for the smooth conduct of a 
group meeting and the interactions within it. 

* Never passively observes the group while it is making 
decisions but actively serves as clarifier, sxunraarizer , 
questionner, devil's advocate and arranger of initial 
parameters and limitations. He must constantly be alert 
to what is happening in the group. 

* He "moves in" when movement toward goals or group inter- 
action falters. The leader who doesn't "move in" at 
appropriate times or who dominates the session generates 
misunderstandings, hasty or inadequate solutions, and 
lack of commitment. 

* Appropriate leadership in group decision-making is ex- 
tremely vital to its success. 
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15. Groups which do not function effectively often suffer from 
an imbalance of: 



CHALKBOARD 
OR 

FLIPCHART 
(Write 

Maintenance, 
Task, Indi- 
vidually 
Oriented) 



QUESTION 



QJESTION 



NOTE TO 
INSTRUCTOR 



QUESTION 
QUESTION 



16. 



17. 



Maintenance functions or those leadership behaviors which 
foster good member relationships thereby permitting maxi- 
mum use of member resources. 

Task Functions or leadership behavior which aids the group 
in reaching a decision or solving a problem. 

Individually-Oriented functions - self-centered behaviors 
which interfere with both task and maintenance goals. 

A resourceful leader must be able to observe and analyze 
a group's function in light of the above and intervene 
with the appropriate leadership behavior. We'll explore 
what these specific Task Maintenance and Individually- 
Oriented leadership behaviors are when we discuss "Roles 
People Play." 

What advantages, then, might group decision-making (with 
effective leadership) have over individual decision-making? 

KEY POINTS; 



* More input 

* ^fore alternatives 

* Increased understanding, both of problem and each other 

* Creative conflict leading to commitment 

DISCV EQUAL EMPLOYMENT OPPORTUNITY 

Was there anything in your decision-making that indicated 
discrimination — be it based an age, sex, or ethnic group? 

NOTE TO INSTRUCTOR : 

(Better than using this straightforward question — which may 
promote a "no" answer, refer back to any hints at discrim--^ 
ination or stereotyping in the earlier discussion of decis- 
ions.) 

How was it manifested? 
What can be done about it? 
KEY POINTS : 

* Merit Principle #5 assures fair treatment of applicants 
and employees in all aspects of personnel administration 
without regard to political affiliation 
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race 
color 

• national origin 

• sex 

• religious creed 

and with proper regard for their privacy and constitu- 
tional rights as citizens • 

* The Equal Employment Opportunity Act of 1772 ; 

. All personnel actions must be free from discrimina- 
tion 

. Prescribes total involvement of EEO in every aspect 
of personnel policy and practice 

. States active affirmative action, not passive non- 
discrimination is required to reach EEO objectives.. 

. The Fair Labor Standards Act, amended in 1974, pro- 
hibits age discrimination in Federal Employment, 

"The Equal Employment Opportunity Program in the Federal 
Government" (A Capsule JJistofy) 

"Elements of an Affirmative Action Program for Equal 
Employment Opportunity" 

"EEO Responsibilities for Lower-Middle Managers and First 
Line Supervisors" 
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UNITED STATES CIVIL SERVICE CCMMISSION 



SUEBRVISION AND GROUP PERFORMANCE 

Session VII 

.TRUST AND COOPERATION 
•GROUP CHARACTERISTICS 
("Game of Life") 



Objectives 
Participants will be able to: 

!• Discuss the roles of trust and cooperation vithin intergroup and 
Intragroup settings 

2. Escplain the process of primary group formation 

3, Explain group characteristics formation and its importance to 
the supervisor 



Notes to Instructor 

Purpose: 

Through the exciting "Game of Life", a multitude of important points 
concerning group formation and behavior is revealed. The most obvious 
point at the conclusion of the game is the importance of intra-/inter- 
group trust and cooperation if WIN-WEN is the desired outccMne. 

Participants have competed on an intergroup basis throughout the game. 
The result is that everybody loses—and it brings home, the need for 
trust and cooperation quite dramatically. 

Risk-Taking is another point brought out by the game. Without trust 
and some sense of security, individuals are less willing to risk. 
They stand to lose too much. 
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While working diligently to gain the most points, each group becomes 
increasingly more cohesive. The groups become mini-primary groups with 
their own sets of characteristics. By examining their behaviors 
afterwards, participants readily see how primary groups are formed and 
how special characteristics are assumed. 

Having analyzed the formation of highly cohesive primary groups, the 
participants consider the pitfalls of excessive cohesion, popularly 
known as "Group Think." Dr. Irving Janis describes several of these 
pitfalls in the film, "Group lynamics: Group Think." Skilled 
leadership— particularly the concept of Supervisor as Completer-of- 
Group-Action— is what is required to reduce the chances of Group Think. 

laical Reactions: 

The group is generally defensive about how it approached the game. 
Some of the comments might be: 

"You tricked us— .the game isn't fair." 

"If you would have told us that we weren't supposed to compete 
against one another, we could have won." 

"You didn't give us enough information." 

Let them get these feelings out of their system before pulling out the 
learning points. 

Of course, the participant approach to the game is based on an automatic 
response to separation of groups: compete and beat the others. This 
response is a result of our cultural conditioning— no one needs to 
instruct groups to compete. It will happen. Within the work situation, 
groups or teams need to work with each other rather than against each 
other to truly WIN, That may mean re-conditioning some of our thinking 
about intergroup behavior on the job. 



Materials 



Visual Aids: 



Flipchart easel 
Flipchart 
Felt-tip pen 
Overhead projector 



Water soluable thin felt-tip 



pen 

Movie projector 
Screen 



Game Iteterials : 



Game of Life 



ft 



PACKET 



"Game of Life" ballots (set of 10 for each group) 

"Game of Life" discussion questions 

Score sheet transparency 

k flipchart - size goal/rules sheets 

masking tape 
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Handouts 



"Questions About A Group for A Supervisor*' 



Films: 

"Group Dynamics; Group Think" , CRM Films, Del Mar, California 
"Is It Always Right to Be Right? ", Roundtable Films, Beverly Hills 
California 

Resource Material : 

Pfeiffer, J. William and John E. Jones, "Win As Much As You Can", 
P8« 66, A Handbook of Structured Experiences for Huaan Relations 
Vol. II, Iowa: University Associates Press, 1970, 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION MD GROUP PERFORMANCE 

Session VII 

.TRUST AND COOPERATION 
.GROUP CHARACTERISTICS 
("Game of Life") 



Presentation 

1. Before we examine how individual employees become members 
of a work group, let's consider ourselves for a moment. 

QUESTION 2. Are we a primary group? \hy or why not? 

KEY POINTS : 

Eniployees in primary groups — 

^ Share common tasks 

Share common purpose and goal 

^ Share common values 

^ See each other frequently 

^ Work harmoniously together 

QUESTION 3. Last night, I had you think about specific characteristic 

of our group. Wiat are they in regard to: 

ILIPCHART a. Membership? (emotional bond; recognition) 

(response) 

b. Goals? (tasks and/or personal needs) 
(response) 
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c. structure? (pattern of relationships, roles, status, 
etc. ) 

(response) 

d. Communication? 

(response) 

e. Standards? (conduct; accepted way of doing task) 

(response) 

f. Attitudes? (polnt-of-vlew about vork you're doing; 
often extends b^ond vork) 

(response) 

We have adequately examined some of the reasons Mtoy ve 
consider ourselves a Primary Group. 

Job enrichment, active listening, participative leadership. 
These are new concepts that you might be taking back to 
the primary groups you're a part of at your agency. 
And these new approaches involve some risk taking. 

"Wiat is a Risk?" 

(response) 

KEY POUCTS ; 

* An action which is perceived as crossing normative 
boundaries. 

* One person's risk might be another person's ordinary 
behavior. 

Vttiat do you think about risk-taking? 

(response) 
Is risk-taking worthwhile? 

(response) 
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KEY POINTS ; 

* Risk-taking is desirable provided that the risk is 
calculated and/or innovative* 

* Without risk-taking, there is no possibility of 
growth or change, vhich may prove problematic in 
a rapidly changing environment* 

QUESTION 8. Is innovative risk-taking reinforced? 

KEY POINTS : 

* In many cases, innovative risk-taking is not 
reinforced because there is no trust. 

QUESTION 9. Is trust related to risk-taking behavior? Hov? 

(response) 

QUESTION 10. How is trust developed within work groups? 

KEY POINTS : 

* Trust is developed in a work group through 
collaborative action in which people show one 
another by their behavior that there is trust. 



FLIPCHABT 

GAME 

NOTES TO 
INSTRUCTOR 



11. 



TRUST 



GAME OF LLFS 



NOTES TO INSTRUCTOR: 



Purpose: 



a. (To dramatize the merit of cpllaborative models 
within the context of intra- and intergroup 
relations. ) 

Materials: 

a. (Four "rules" statements. Each rule statement should 
be written on flipchart paper in the following 
manner: ) 



VII-6 



GAME OF LLFE 
''WIN ALL YOU CAN" 

All Green, All lose 50 

1 Red, 3 Green 

Red loses 300, Green wins 100 

2 Red, 2 Green 

Red loses 200, Green wins 200 

3 Red, 1 Green 

Red loses 100, Green wins 300 

All Red, AU win 50 



b. (Four sets of subgroup ballots. Each subgroup 
should receive 10 ballots which look like the 
following:) 



Subgroup Ballot 

Green 



Have each subgroup fill in its subgroup number 
and the number of each ballot. 

0. (One overhead transparency to irecord subgroup 
scores. Exanrple on following page.) 
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Steps to Follow: 

a* (Pre-post the ''rules'' statements at various locations 
vlthln the room* Make svire that the rules are folded 
in half so that they will not be prematurely exposed. ) 

b« (QLvlde the class Into four equal subgroups. Pur- 
posely say the word "subgroup" and place that word on 
the chalkboard or fllpchart and leave It up for the 
remainder of the game. It*s Important that the word 
"subgroup*^ always be used throughout the game In 
reference to the participant divisions.) 

c. (Explain to the group that th^ will be engaged In 
a task in ^Ich each subgroup will vote for either 
the colors red or green and that th^ will have ten 
opportunities, or ballot.9 to do so. They will perform 
these tasks by merely filling out and su)?mitting ballots 
for each such vote. ) 
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1) (Show transparency on overhead projector. 

2) Distribute ballots to each subgroup.) 

(Explain to the group that they will be expected to 
choose either red or green according to a given set 
of instructions. Expose the "rules" statements. 
Do not answer questions except to clarify what you 
have already said. They shovad not receive any more 
information. The- subgroups will develop their own 
information and conclusions as the game proceeds.) 

(Ask for ballot Number 1 and begin the game. Give 
each subgroup about 1 or 2 minutes to submit ballots. 
Every time you ask for ballots, however, reemphasize 
the game's objective "Win All You Can.") 

(After the third ballot, subtotal the "scores" and 
then give each subgroup the opportunity to elect and 
send a representative to the middle of the room to 
discuss anything he/she wants to discuss. Allow 
about 3 or 4 minutes for this. "When the representa- 
tives are nearly finished with their conference, 
announce that you'll be collecting ballots for 
ballot Number k (reemphasize objective) but that 
now point values have doubled. Enunciate clearly 
but' do not repeat this latest change in instructions. 
Agreements reached at the representatives' conference 
are sometimes modified once it is known that point 
values are doubled.) 

(After ballot 6, add the subtotal of frames 1, 2, and 
3 together with the subtotal of frames k, 5, and 6 
to get a running subtotal. After the second sub- 
totaling, increase the point values by 5 and after 
the 3rd subtotaling increase the point values by 10. j 

(Total the entire score for all subgroups and ask 
the class,) 

1) Wio Won? 

(response) 

2) What is the objective of the game? 

(response) 

3) Who is "You"? 

(response) 
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HANDOUT 



TABLE GROUP 

DISCUSSION 

QUESTION 



QUESTION 



QUESTION 



QUESTION 



QUESTION 



QUESTION 



i. (Compare total subgroup scores with the potential 
score if subgroups worked harmoniously: 6,800 total 
or 1,700 each.) 

i. (Either distribute the "Game of Life Discussion 

Questions" and follow up with discussion or simply 
have a large-group discussion. ) 

12. POST-GAME DISCUSSION 

a. Miat did this exercise mean to you? 

(response) 

b. Why was it called the "Game of Life"? 

(response) 

c. Wiat was the risk? 
KEY POINTS ; 

^ Trust encourages people to risk; ironically, the risk 
here was "to trust" the other groups. 

13. Wiy did you continue along your original perception of 
the game even after you became aware that it was 
ineffective? 

KEY POINTS ; 

^ There is a tendency to stick with the original definition 
of a problem rather than to step back and re-evaluate. 

^ We imagine the normative boundary to be more constraining 
than it is. 

* Lack of trust. 

14. What are your thoughts on competition versus cooperation 
within an organization? 

(response) 

15. What does "win" imply? 
KEY POINTS ; 

^ WIN implies LOSE. 
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* Ttie losers become resentful and begin to use their 
creative potential destructively—through such means 
as sabotage, defensiveness, and withdrawal. This 
situation often leads to what we label CONMUNICAOJION 
or MOTIVATION diff icxaties. 

^ Groups -vAiich purport to have common objectives or 
goals, should not engage in competitive behavior but 
should attempt to maximize their gains through 
cooperative and collaborative behavior. 

QUESTION 16. How do you avoid win/lose situations? 

(responses) 

KEY POINTS ; 

* Examine how clear your goals and objectives are. Are 
they understood and agreed upon? Issues which arise 
should then be tested against those goals and objectives. 

* Listen empathically to others. Take the risk of having 
your mind changed. 

* Determine -v^ether or not the group is adequately 
participating in its own decision- making, ensuring 
that decisions are made by consensus rather than by 
majority vote. 

* Consider ^at is best for all rather than trying to 
get your way. 

The key idea in adjusting "win-lose" to "win- win" is to 
strive for -vAiat is best for all rather than trying to 
get your way. 

QUESTION 17. Is there a relationship between trust and competition as 

brought out in this exercise? 

KEY POINTS : 

* Competition tends to foster mistmst due to the win/lose 
factor involved. 

* Mistrust minimizes risk-taking, ^Aiich was what happened 
as the game proceeded. 
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QUESTION l8. Did I, as leader, encourage cooperation, risk-taking, 

and trust among you? 

KEY POINT ; 

^ You could see me in the role of a poor supervisor in 
that I shared only limited information with you, 
thereby encouraging competitive behavior. 

QUESTION 19. Did the subgroups form primary group characteristics 

different from the large group characteristics? 

a. Wiere there shifts in MEMBERSHIP patterns? 

b. Changes in GOALS? 

c. Change in STRUCTUKE? Did the leadership shift? 

d. Altered COMMUNICATION patterns? 

e. Change in STANDARDS? 

f • What were the ATTITUDES toward other subgroups, 
toward dissidents within subgroups? 

20, A primary group becomes a "Third Organism" with its own 
attributes and characteristics, just as an individual 
has his or her own characteristics. 

This group personality affects the attitudes and per- 
formance of the individuals comprising it. 

Therefore, a supervisor cannot afford to think of 
employees strictly as individuals, but must also see 
them as part of the group, 

EXAMPLES from "Game of Life": 

a. Peer pressure: pressure not to follow the representa- 
tive's commitments, 

b. Nit-picking at other subgroups: this demonstrates 
subgroirp loyalty and commitment to one's own goals 
and strategies, 

QUESTION 21, Did you find it difficult to convince your subgroup and/or 

other subgroups of the real objective of this exercise? 
Why or why not? 
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KEY POINT 



*It*s very difficult for one person alone to reorient 
a "Win/Lose" situation. However, the efforts of a 
significant segment of a group can usually be effec- 
tive. 

QUESTIW 22. Does this exercise point out parallel conditions in 

existing organizations? How? 



NOIE TO 
INSTRUCTOl 



NOTE TO INSTRUCTOR 

(There are two optional films which, depending on avail- 
able time, can be used to supplement this exercise: 



OPTION I 

a. Title: "IS IT ALWAYS RIGHT TO BE RIGHT" ' 

b. Length: 10 minutes 

c. Main Theme: Competition vs. cooperation and "Win/Lose" 
leading to "Lose/Lose", 
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OPTIMi II 

a. Title: "GROUP DYNAMICS; GROUP THINK" 



b. Length: 30 minutes 

c. Main Theme: 

l) Highly cohesive groups have concurrance tendencies. 
The group's main interest is in. maintaining its 
membership through a "we" feeling. Critical think- 
ing and questioning is consequently reduced. 



2) The leader is a vital resource in reducing Group 
Think. The supervisor can act as or designate 
others as: 

a) Critical evaluators 

b) Devil's advocates 

c) Consult or Join leaders 



d. Post-film discussion: 



FLIPCHART 



TABLE GROUP 
DISCUSSIONS 



1) Pre-post the following questions before showing 
the film and alert the class to them. 

a) What seven factors did Dr. Irving Janis 
identify as contributing to Group Think? 

b) What effects do these factors have on group 
problem-solving and decision-making? 

c) What specific steps can a supervisor take 
to counteract the effects of these factors? 

2) Groups discuss these questions. 

3) We' ve carefully examined some of the dynamics 
found in most work groups. The supervisor's 
role as a leader regarding intra-group relations 
should be one of participant-observer. Not only 
should a supervisor supply the necessary material 
support, but he should provide the necessary 
psychological support as well. In short, a 
supervisor should be a Completer-of -Group-Action, 
a concept with which we will become increasingly 
more familiar as the week progresses. 



HANDOUT 



"Questions About A Group For A Supervisor" 
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UKIOBD STAOES CIVIL SERVICE COIWISSION 
SUPERVISION AND GROUP PERFORMANCE 



THEME 



SUPERVISOR AS PART OP A GROUP 



• Session VIII . Roles People Play in Groups 

• Shared Leadership 

. Supe3rd.sor as Completer-of- 
Groiip-Action 

. Session IX . Integrator of Course Concepts 

("Heliport") 

• Person -in-the4tiddle 

• Session X . Scientific Method of Problem- 

Solving 

• Course Integration Problem 
("The Case of John Timonium") 

• Change: Force Field Analysis 



UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 

Session VIII 

.ROLES PEOPLE HAY IN GROUPS 
• SHARED LEADERSHIP 
.SUPERVISOR AS C(MPLBTER-OF-GROUP- ACTION 



Objectives 
Participants should be able to: 

1. Combine the roles of a "participant in task accomplishment" vlth 
the role of an "observer of group process" 

2. Identify task, maintenance, and individually-oriented roles within 
a primary group 

3. Explain leadership as a ro a that shifts among group members 

k. Explain the concept of the "SUPERVISOR AS A CCMPLEJPER-OF-GROUP- 
ACTION" 



Notes to Instructor 

Purpose: 

Leadership is defined here as behavior which influences the action of a 
group. The game "Choosing a Color" carries the concept of Task, Mainten- 
ance, and Individually-oriented roles further by demonstrating how these 
various roles influence or lead the group. Therefore, leadership is 
perceived as being distributed throughout the group, and does not reside 
only in the supervisor. Effective group performance depends on the 
proper balancing and sequencing of these roles. The supervisor's main 
function, then, is to analyze the group's functioning in light of these 
aroles, utilize the leadership that exists within the group, and provide 
the missing roles. 

The exercise will culminate in a discussion of leadership as a role. 
HppefoLly, participants will bring into their discussion "live" examples 
^ich occurred during the exercise itself. 
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Participant Reactions and Things to Watch For: 

"Choosing a Color" is a "self -running" game in which the participants 
merely follow the instructions clearly marked on the game packet. You 
might stress, however, that they fo]-low the directions rigidly to avoid 
one group finishing ahead of another. 

By following the suggested "probe" questions described in the body of 
this manual, you'll lead an effective and fruitful discussion regarding 
specific leadership roles. Make sure that after the end of the exercise, 
all materials are replaced in their respective envelopes. 



Materials 

Visual Aids ; 

Flipchart easel 
Flipchart 

Chalkboard and chalk 
Game Materials ; 

"Choosing a Color"; (see the following page for specific roles and 
instinctions) 

Game Packet: You should have four game packets capable of involving ten 
participants each. Each packet should contain the following items; 

. Main instmctions sheet on face of packet envelope 

. Three medium-size manlla envelopes 

. "Envelope I" contains 10 small envelopes with specific role and 
purpose assignments plus an instiniction sheet 

. "Envelope II" and '^Envelope III" each contain their own specific 
instructions 

Resource Material ; 

Pfeiffer, J. William and John £. Jones, "Choosing a Color", page 59, 

A Handbook of Stinctured Experiences for Human Relations Training j 
Vol. I, Iowa; University Associates Press, I969. 
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" CHOOSmG A COLOR " 

INSroUCTIONS WRrrTEK ON THE LAEGE pVELOPE WHICH CONTAINS ALL OTHER 
EtIVEIjOPES: 

Enclosed you vill find three envelopes iwSilch contain directions for 
the phases of this growp pegsion. You are to open the first one 
(labeled I) at once. Subsequent instructions will tell you ^en 
to open the second (labeled II) and third (labeled III) envelopes. 

ENVELOPE I WILL CONTAIN Hjm FOLLOWING IIIRKITIONS ON A SEPARATE SHEET: 

Directions for Bavelope I 

Time Allowed: 15 minutes 

Special Instructions: ^lach member is to take one of the enclosed 
envelopes and follow the individual instructions contained in it. 

Task: Q3ae group is to choose a color. 

DO NOT LET ANYONE ELSE SEE YOUR INDEVIIUAL INSnCRaCTIONSl 

(After fifteen minutes go on to the next envelope.) 

ENVELOPE II WILL CONTAIN THE FOLLOWING DERECTIONS ON A SEPARATE SHEET: 
Directions for Sbvelope II 
Time Allowed: 5 minutes 

Task: You are to choose a group chairperson. 
(After five minutes go on to the next envelope.) 

ENVELOPE III WILL CONTAIN THE FOLLOWING DERECTIONS ON A SEPARATE SHEET: 
Directions for Ehvelcpe III 

Task: (a) Analyze the roles played during the first phase of this 

group session. Were you able to perqeive what roles were 
being played? What was the effect on others? etc. 

(b) The newly- selected chairperson will lead a discussion on 
the following topic: 

LEADERSHIP AS A ROLE 

(After 15 minutes, return the directions to their respective envelopes.) 



VIII-3 



INDIVIIUAL INSTRUCTION ENVELOPES FOR IHASE I 

Each envelope vill contain instructions for role and position* Two 
of the instructions vill include special knowledge* The information 
will be given on a card in this manner: 



1. 

ROLE: INFORMATION- SEEKING 

POSITION: SUPPORT BLUE 



The folloving roles, positions, and special information vill be 
assigned in the folloving order. 



1. Role: 
Position: 

2. Role: 
Position: 

3* Role: 

Position: 
K Bole: . 

Position: 



Information- seeking 
Support blue 
Tension-relieving 

Introduce the idea of a different color— orange 

Clarifying 

Support red 

None 



None 



(Free to play any roles and support any color) 



(You have the special knovledge that the group is going to be 
asked to select a chairperson later in the exercise; you are to 
conduct yourself In such a manner that they vill select you as 
chaixperson. ) 

5. Role: Gate-keeping 
Position: Against red 

6. Role: Initiating 
Position: Support green 
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7. Roles 
Position: 

8. Role: 
Position: 

$. Role: 

Position: 
10. Role: 

Position: 



None 



(Free to play any roles and support any color) 



None 

Following 
Against red 
Information-giving 
Against iDlue 
Harmonizing 
Against green 



If there are fewer than ten participants in the group, simply eliminate 
as many of the last three roles and positions as are necessary. Ohere 
must "be at least seven people in the group. 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUJe PERFORMANCE 

Session VIII 

• ROLES PEOPLE PLAY IN GROUPS 
• SHARED LEADERSHIP 
.SUPERVISOR AS COMPLETER-OP-GROUP- ACTION 



Presentation 



1, A primary vork group has both a task to achieve and a 
need to keep itself together, A successfully operating 
group needs a fairly equal balance of task orientation 
and social orientation. If the group limits itself only 
to task functions, it will be high-producing for short 
periods of time but will be marked with interpersonal 
dilemmas that will reduce its effectiveness. If the 
group concentrates on its interpersonal functions, it 
will be at first a happy group but will not perform its 
task effectively, 

2, People play roles within the group that are related to 
achieving the goal and to maintaining a cohesive group. 
These roles can be categorized into: 



PLIPCHART 



a, TASK ROLES - 

Tirpes of behavior relevant to the group's fulfiUjnent 
of its task. 



PLIPCHART 



3. 



b, MAirfTENANCE ROLES - 

Tirpes of behavior relevant to the group's remaining 
in good working order. Having a good climate within 
Tdiich the task can get done and good relationships 
Tdiich permit maximum use of member resources. 

Sometimes, individuals that come into groups have their 
own goals and needs that conflict with those of the group. 
These roles are called: 



PLIPCHART 



c, INECEVIIUALLY-ORIENTED ROLES - 
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FLIPCHABT 



HANDOUT 



NOTE TO 
INSTRUCTOR 



GAME 



NOTE TO 
INSTRUCTOR 



Tirpes of emotional behavior that are highly self- 
centered, oftentimes in conflict vith other members 
of the group and their needs. This behavior can 
block group satisfaction and/or productivity. 

h. You can look at Task and Maintenance roles in another way: 



5. 



6. 



T. 



Task Roles 

Facilitates Content 

Appears — Overt 
Relates to Pacts 



Maintenance Roles 

Facilitates — Process 

Appears — Covert 

Relates to — Peelings 

Carefta observation of a group in action will reveal 
specific behavior indications of the "roles" being 
performed. 

"When a member says something, is he primarily trying to 
get the group task accomplished (TASK)? Is he trying 
to improve or patch up relationships among members 
(MAINTENANCE)? Is he primarily meeting some personal 
need or goal— without regard for the group's problems 
( INnrvmUALLY-ORIENTED) ? 

"ROLES PEOPLE PLAY" 

Let's run through some specific categories of each type 
of role. 

NOTE TO INSTRUCTOR ! 

(Rapidly skim through the roles, perhaps highlighting a 
couple, asking for questions on any of them, etc. The 
participants should be somewhat familiar with them as a 
result of having read the material earlier. ) 

Discuss within your table groups how you have seen task 
maintenance, and individually-oriented roles played In ' 
your experience— either on the job, off the job, or 
within groups that have fomed in the class. 

"CHOOSING A COLOR" 

8. NOTE TO INSTRUCTOR ; 

(After the groups have tied these roles into their own 
experience, introduce the "Choosing A Color" game. Divide 
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the groiqp into tvo or three discussion groups vith at 
least seven participants and no more than 10 participants 
in each* Hhe exercise is self -running; therefore, dis- 
tribute one exercise packet to each group. The directions 
for proceeding with the exercise are contained in each 
packet. The full instructions for each game packet are 
in the preceding preparation guide.) 

9. "Choosing a Color" is a game ^ose purpose is: 

a. To provide a situation in \ftiich participants can 
analyze group roles 

b. To examine how leadership is shared among group 
members 

BOTE TO NOTE TO INSTRUCTOR : 

INSIRUCIOR 

(It's optional Aether or not you spell out the second 
purpose of "shared leadership" at the beginning of the 
game. Oftentimes, it's more effective to bring out the 
concept through questionnlng of the game.) 

(Participants vlll be role-playing specific task, main- 
tenance, or individually-oriented TOles in the first part 
of the game. Recall the fact that the "New Truck 
miemma" was also a role-playing exercise.) 

10. Proceed with the game, adhering to the time frame as 
closely as possible. 

(PLAY GAME) 

KESgJSSION : 
1st Ihase 

QUESTIONS ^* behavior van effective in promoting the "color 

position" assigned to individuals? 

12. Wiat behavior was iujffective in promoting the "color 
position" assigned to individuals? 

13. Was there any difficulty in figuring out roles people were 
playing? Itoy? 

* It is difficult to be both a participant in a group and 
an observer of the group. Yet, an effective sirpervisor 
must be adept at both. 
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2nd Phase 



.QUESTIONS 



NOTE TO 
INSTRUCTOR 



QUESTION 



NOTE TO 
INSTRUCTOR 



QUESTION 

NOTE TO 
INSTRUCTOR 



QUESTION 



Ik. Who were the chairpeqple? How and why were they chosen? 

15. What roles were they assigned in the 1st phase? 

^ Some of the roles indicate that the individual shoiild 
try to act in such a way as to be chosen chairperson. 
It's interesting to see how they behaved in the attempt 
and vtiy the group chose them or someone else. 

3rd Phase 

16. What points were brought out regarding "leadership as a 
role"? 

NOTE TO INSTRUCTOR: 



(if the concept of shared leadership wasn't brought out 
prior to the game, let each group give its ideas. Then 
ask the following questions.) 

IT. How did your chairperson lead in the last ten minutes? 
What was his or her behavior? 

NOTE TO INSTRUCTOR ; 

(You're trying to find out what specific behaviors the 
group sees as demonstrating leadership.) 

18. Was the chairperson the only leader? 
NOTE TO INSTRUCTOR ; 

(if the group admits to any leadership other than the 
chairperson, it usually recognizes one informal leader. ) 

19. What is leadership? 
KEY POINTS ; 

^ Leadership is any action 'vdiich influences others. 

^ Such a definition places no value on leadership as to 
"good" or "bad", only that it influences. 
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QUESTION 



QUESTION 



QUESTION 



20* Do maintenance, task, and individually-oriented roles 
influence the actions of a group? 

KEY POINTS : 

* Successful maintenance tehavior influences the group 
to remain cohesive. 

* Successful task behavior influences the group toward 
its goal« 

* Successful individually-oriented behavior can 
influence the group away from goals and harmony* 

21* Who then has leadership in a group? 

KEY POINTS : 

Leadership is distributed among the group members, 

* Leadership is a function, a role# It is shared • 

* Leadership is constantly shifting throughout the group, 

22. What is the supervisor's role if leadership is distributed 
among the group members? 

KEY POINTS : 

* The supervisor does not have to provide all the leader- 
ship acts. He or she shoxild take advantage of the 
talents within the group. 

* The supervisor should check to make sure that the main- 
tenance and task roles are in balance. If the balance 
appears okay, the supervisor needn't intervene but let 
the group function as is. However, >toen an imbalance 
occurs, he or she should "fill in the gaps," play the 
missing roles, 

* The supervisor needs to be skilled in observing group 
roles in order to see where gaps exist. He or she 
needs to be a PAETICIPANT-OBSERVER, 

* Diagnosis of group roles is a step toward planned, 
rational, and conscious Ic dership. 

* This concept of observing group roles and filling the 
gaps is called the SUPERVISOR AS OOMPLETER-OP-GROJP- 
ACTION* 
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SUMMABY: 



23. Tb,e real responsibility of supervision is not so much to 
"get the Job done" but to insure that the workgroiip is 
adequately furnished with yhat it needs to get the Job 
done. The imder lying assuniption here is that the work- 
group is willing and knowledgeable about carrying out 
its goals, 

24. The task of providing lAiat the grottp needs not only 
involves monetary and material support but, most Importantly, 
psychological support through appropriate leadership 
behavior. The supervisor should be skilled in observing, 
analyzing, and contributing to group action. He or she 
must be a "participant-observer" at one and the same time. 

25. Individuals within the workgroup are usually too involved 
in the task at hand to be really concerned about group 
processes, especially maintenance. 

The supervisor is the only one who must oversee not only 
task accooiplishment but also maintain the Integrity and 
cohesiveness of the work group. He or she does this as 
a COMPLETER-OF-GRCUP-ACTION. 

26. The supervisor's power exists not only by virtue of his 
or her position, but equally by virtue of his or her 
skills and abilities to create and maintain an effective 
work team. 
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A FEW RECENT PUBLICATIONS 

!• Cartwright, Dorwin, and Alvin F. Zander. Group Dynamics: Research 
and Theory » New York: Harper and Row, 1968. 

SUMMARY 

This work traces the intellectual and social origins of group dy- 
namics* It discusses determinants of group cohesiveness, group 
pressures, group standards, group goals, leadership, and groups 
structures. 

***** 

2. Lippitt, Gordon, Leslie This, and Robert Bidwell, Eds. Optimizing 
Human Resources , Reading, Mass.: Addison-Wesley Publishing Co., 1971. 

SUMMARY 

This book consists of 39 articles by well-known authors including 
the editors which focus on the individual, group, and organization 
development process. 

***** 

3. Shaw, Marvin. Group Dynamics , New York: McGraw-Hill, 1971. 

SUMMARY 

An excellent exploration and explanation of the psychology of small 
group behavior. The author has oiade a systematic presentation of 
the considerable research and writing in this field. 
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Objectives . 

Participants should be able to: 

1. Integrate the concepts of leadership, motivation, active listening, 
group task and maintfendnce roles, group characteristics, trust, 
and shared decision-making within groups 

1. Cite five basic types of organizational structures 

3. Give examples, based on the game, of individuals acting or not 
acting as "completers-of-group-action" 

4. Explain, with examples from the game, the necessity for forecasting 
future intervention from without the group which effects internal 
group cohesiveness. ("PERSON-in-the-MIDDLE" concept) 

5. With the aid of appropriate handouts, state the definition and 
purpose of all six basic merit principles. 



Notes to Instructor 

Materials and Method: 

"Heliport" is a management simulation that attempts to Integrate the 
behavioral concepts covered so far. Please see the "Foreword" for an 
explanation of Management Simulations and Games. It uses a toy plastic 
building block set that includes numerous pieces for putting together 
skyscrapers and helicopter pads. Any fairly intricate building set wou 
work. The name and make of this particular one is: 

"SUPER CITY" 
Ideal Toy Corporation 
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The class is divided into two competing teams. Competition is encoviraged 
by either locating the groups in separate rooms or dividing the groups 
by a moveable blackboard. Each group is to organize itself in whatever 
manner it pleases, in order to build a "heliport office building that 
the community can be proud of." All group members must be included. 
This is part of the challenge. The game lasts approximately tvo and a 
half hours. Its value lies in the behaviors exhibited by the group 
members as they move through that tvo hours. And in order for those 
behaviors to be remembered, each team is observed by tvo fellov parti- 
cipants vho have. been briefed the night before. The behaviors are 
observed within the framevork of the concepts covered in the covirse. 

In the afternoon, the observers lead a discussion vith their respective 
groups-- by both giving them feedback as to their behavior and generating 
a tvo-vay dialogue betveen themselves and the group. 

Purpose: 

The purpose of the Heliport exercise is to integrate all or most of 
the main points thus far discussed in the program. Participants 
usually gain insight into hov the concepts are interrelated and 
practiced in an ongoing group activity. 

In addition, this exercise reinforces the concept of the "Supervisor 
as a Completer-of -Group-Action", introduces the concept of the "Super- 
visor as the Person-in-the-Middle" and provides participants an 
opportunity to receive helpful feedback on their ovn behavior in 
vork groups. 

Participant Reactions and Things to Watch For: 

This exercise is only as valuable as the observers you choose are 
successful in furnishing adequate and useful feedback to their respective 
groups. Therefore, it is extremely important to choose your group 
process observers carefully and to be thorough vhen briefing them as 
to their roles. The body of the manual lists the points you should cover 
with your observers. 

Participants can become defensive about their group and may possibly 
deny the validity of the observers* feedback. And, too, there is the 
possibility that participants will realize a great disparity between 
what they have agreed to as "right" and effective supervisory behavior 
and the actual demonstrated performance during the game. All the more 
reason, therefore, that the observers emphasize positive feedback and 
focus on the behavior rather than the personality. The handout "Aids 
to Giving and Receiving Feedback" should be given to the observers 
when they are initially being briefed, so that they will be better 
prepared to give feedback effectively. 
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Since one of your overall purposes is to involve as many participants 
as possible in their own learning, excessively large-sized classes may 
force some of the participants out of the exercise. In such an event, 
you might consider the following alternative courses of action: 

1. Increase the number of observers from two to three per team thus 
diminishing the number of participants actually engaged in the 
activity. 

2. Designate three smaller heliport teams instead of two larger ones. 



Materials 



Visual Aids: 

Flipchart easel 
Flipchart 
Felt-tip pen 

Game Materials: 

"Heliport**: 

* 2 "Super City" building sets by IDEAL TOY CORPORATION - or comparable 

intricate plastic building set 

* 2 "Heliport" interruption sheets 

* "Heliport" - General Instructions 

* Scissors 

* Observation Forms for observers (approx. 20 per observer) (optional) 

or 

* Approximately 1/2 ream of bond paper for observer note-taking 
Handouts : 

A Supervisor's Situation 

Management and Subordinate Ratings of Supervisors 

"Heliport" — General Information 

Directions for Heliport Observers 

The Merit Principles and Related Legislation 
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If "Super City" is unavailable, one good replacement is "Playskool 
Plastic Building Blocks" No. 535. This set contains 363 pieces. It 
is available in most toy stores for about $6.50. It is made by Milton 
Bradley Company, Chicago, Illinois, 60618. 

If this game is used, the directions and cardboard roofs should be re- 
moved. The assignment then becomes "Build a 3 story building with windows 
orl dll 3 floors. Use every brick regardless of shape. You must have no 
bricks left over." 

The instructions on the "Interruption Sheet" (1X-H3) remain valid except 
for the 5th one which becomes "...specifications require it to be 4 
stories high. 
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UNITED STATES CIVIL SERVICE COMMISSION 



SUPERVISION AND GROUP PERFORMANCE 

Session IX 

.INTEGRATOR OF COURSE CONCEPTS 
("Heliport") 
. PERSON- IN-THE-MIDDLE 



GAME 



NOTES TO 
INSTRUCTOR 



HANDOUT 



Presentation 

"HELIPORT" 

DIRECTIONS: PRE- "HELIPORT" INSTRUCTIONS FOR OBSERVERS 

1. NOTES TO INSTRUCTOR : 

(After class on the day preceding "Heliport/' carefully 
choose four group process observers. There vill be two 
group process obseirvers per team. They should meet 
these criteria:) 

a. High verbal abilities 

b. Sensitivity and apparent ability to "read the group" 

c. Firm grasp of concepts presented to date 

d. Ability to express oneself honestly 

e. Ability to lead a group in discussion 

2. (After identifying these observers, brief them as to 
their roles for Heliport. Be sure to cover the 
following points:) 

a. Explain the objectives and purpose of the exercise. 
Give them the opportunity to inspect the Heliport 
building sets. 

b. Issue each obseirver a copy of "Directions for Heli- 
port Observers" 

c. Instruct observers to obseirve as much behavior as 
possible and to take copious notes on those 
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observations. Indicate to observers that they note 
down the behavior first, then the agent (or 
specific person behaving) at some other time; 
possibly during a lull in activities observers 
can identify the behaviors they observed, 

d. Indicate that the observers will act as discussion 
leaders with their respective groups. After the 
game terminates, they will be given two hours to 
complete this part of the exercise. 

e. mstributie to the observers the handout, "Aids 
to Giving and Receiving FeedbacJc" and state that 
feedback is most effective when it is: 

1) Specific 

2) Non-evaluative 

3) Focused on modifiable behavior 
h) Checked to insure accuracy 

f . Explain that groups will be loyal to their member- 
ship and defensive toward any slurs upon it. 
Observers are outsiders dealing with this group 
"organism. Therefore, any feedback given must be 
two-way: the more behaviors the group members 
recognize themselves, and the observers reinforce, 
the more they'll accept the feedback, 

g. Provide an opportunity for obsearvers to decide which 
of the teams they will observe and suggest to them 
that they review all reading material distributed 

in class to date. 



DIRECTIONS: PRE- "HELIPORT" INSTRUCTIONS FOR CLASS 

3. Vfe've examined motivation theories and applications, 
leadership styles, communication feedback, group 
decision-making, the formation of primary groups, how 
to combat group think, and specific leadership roles 
within groups. This morning you'll be involved in just 
one major activity which will involve not only your 
planning and organizing skills, but predominantly your 
interactional, behavior skills. 

For approximately two and a half hours, you will be 
planning, designing, and constructing a Heliport Office 
Building. 
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k. The con5)oneiit pieces for the building are part of a 
child's plastic construction set. A child could solve 
this construction problem in a half hour--as could an 
adult. But I'm making it more challenging. You must 
tackle this project as a group . And we will have only- 
two teams, so they will be good-sized groups. 

5. Spend the first half ho\ir to forty-five minutes~or 
longer if necessary — planning and organizing. You may 
organize yo\irselves in whatever way you deem most appro- 
priate for getting the task achieved and utilizing 
everybody. Your organization and job assignments must 
be recorded on paper and passed to your observers before 
construction can begin. No construction or inventory 
may be undertaken prior to the planning and organizing. 

6. We will be interested in your group behavior during the 
next couple hours and how it relates to the concepts 
that we've discussed thus far. Observers will be 
recording these behaviors and will feed back the infor- 
mation in this afternoon's discussion. 

T. To conduct this exercise, I'll divide the class into 

two teams (arbitrarily divide the class down the middle). 

8. The objective of this exercise is partially to compete 
with the other team so I'll place a barrier between each 
team to prevent any possible industrial spying. (Place 
chalkboard or screen between the two teams.) 

HANDOUT 9. HELIPORT INSTEUCTION SHEETS 

You'll have a two and one-half hour time limit to 
complete your Heliport Office Building. 

10. NOTES TO INSTRUCTOR ; 

NOTES TO (Distribute the Heliport Construction sets; without any 

INSTRUCTOR f\irther instructions begin the exercise.) 

(During the conduct of the exercise, you will be handing 
small messages or interruptions to your observers who 
will then give them to an official or unofficial leader 
of the respective work teams. Refer to the handout 
HANDOUT "Interruption Sheets" for suggested time intervals 

between distribution of messages. Ffeel free, however, 
to deviate from suggested time intearvals.) 
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(The same interruption messages should be given to the 
teams at the same time to avoid charges of unfairness.) 



NOTE TO 
INSTRUCTOR 



11. (As the exercise proceeds, you will usually discover 
that different leaders emerge and fall by the wayside, 
different leadership roles will become prominent, "Tell" 
leaders begin to dominate, the group becomes less 
cohesive and the organization will tegin to disinte- 
grate.) 

(By the end of the exercise, participants tend to discover 
that Trtiat they identified as right, is seldom practiced 
under stress, when it is needed most.) 

MRECTIONS: POST-HELIPORT HISCUSSION 

12, NOTE TO INSTRUCTOR: 

(After lunch, teams meet to discuss the Heliport findings. 
This should last from 1 to 2 hours. As an instructor, 
it is usually wise to remain outside of the team dis- 
cussion as your presence may have an inhibiting effect 
on discussion. If it is necessary to join one of the 
groups, a very non-directive leadership approach is 
strongly suggested.) 

(in either case, however, the effectiveness of this 
exercise depends on how successful you are in choosing 
observers.) 



QUESTION 
QUESTION 
QUESTION 



13. 



li^. 



15. 



(After the team discussion, assemble the entire group 
and ask the following questions:) 

What would you like to ask of the other group in terms 
of how they acconrplished their task? 



What is an appropriate leadership style at 
of the exercise? 



the outset 



Are you considering the forces in the situation, and 
the group? If so, how? If not, why not? 

KEY POINTS : 

* In this situation, a "Consult" or "join" leadership 
style would probably be most appropriate since it is 
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a novel project and no one is really aware of the 
abilities and desires of the group members as regards 
the project. 

(MERIT PRINCIPLES section follows) 

16 • How did each of you gain your position? 

KEY POINT: 

* In the interest of time, individuals are frequently 
assigned to positions within the Heliport organiza- 
tion. There is little knowledge of the skills and 
abilities an individual has to offer, prior to the 
choice. 

17. What selection method would you use if thirty partici- 
pants were vying for fifteen Heliport organizational 
positions? 

(responses) 

18. How close — in Heliport and in real-life — are we to the 
Merit Principle that urges recruiting, selecting, and 
advancing employees on the basis of skills and know- 
ledges? 

(responses) 

KEY POINTS 

* Merit Principle #1 . Recruiting, selecting, and adv- 
ancing en5>loyees on the basis of their relative 
ability, knowledge and skills, ' including- open con- 
sideration of qualified applicants for initial 
appointment. 

The Civil Service Act of 1883: 

a. Provided for open, competitive examinations for 
testing the fitness of applicants for public ser- 
vice. 

b. Required examinations to be practical in character 
and related to matters which fairly test the rela- 
tive capacity and fitness of applicants for the job. 

(MERIT PRINCIPLES section ends) 
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^JESTION 19, Would you organize and/or plan differently if you were 

given the qpportuniiy to run through this exercise again? 
Hov? 

KEY POINTS : 

^ The real constraints under which you were working 
involved a working space consisting of a plastic 
or wooden table top and small plastic building 
parts. There were a limited number of people all 
of whom had to be combined and utilized toward the 
task of building a model heliport office building. 
These "here and now" facts might have conflicted 
with assumptions about organizations based on your 
past experiences, 

QUESTION 20. What assuniptlons did you make regarding the structure 

of your organization and the functions to be performed 
within that organization? How did those assumptions 
contribute to completing this project? 

KEY POINTS : 

* The real objective of Heliport was to design and 
construct. All other personnel were superfluous 
to having designers and construction teams. Yet, 
many groups assume the need for marketing specialists, 
right-of-way engineers, a legal council, political . 
liaison officers, etc., all of whom are useless. 

* We tend to play useless and sometimes dysfunctional 
roles at work instead of looking at what is truly 
necessary to accoirrplish a task. An Inrportant part 
of gaining commitment and motivation rests not only 
on a supervisor's ability to maintain a cohesive 
work group but also to identify the necessary 
functions toward achieving objectives. 

^ One method for avoiding excessive individually- 
oriented role playing is to structure an organization 
as a collegivim rather than as a hierarchy. Individual 
members working within a CoHegivun would be freely 
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contributing ideas and assistance without adhering, 
to arbitrary job constraints. Individuals within 
this kind of organizational environment would not 
"drop out" but would continue working toward the 
end objective in a ccMnmitted way. 

* Actually there are five basic types of organization 
structures: 



PYRAMIIAL 




LINK PIN 



FUNCTIONAL 




c) 



MATEOX 



6 

COLLEailM 



e) 




Pyramidal — a structure having formal 
channels of authority and communication 
with a highly rigid hierarchy. This kind 
of organization is often referred to as 
"bureaucratic." 

Link Pin a structure having a somewhat 
hierarchical arrangement except that the 
chief executive's major function is to 
Berye bb a coordinator among subordinate 
managers and supervisors. In addition, 
supervisors and managers exhibit a high 
degree of horizontal coordination within 
organization levels. 

Functional Team a freewheeling temporary 
coalition of expert individuals drawn 
around a problem and whose objective is 
its solution. The "leader" is defined as 
the person who is best atie to broker 
information effectively. 

Matrix — a collation of "functional teams" 
which exist within a parent Pyramidal or 
link-pin organization. 

Collegium — a permanent, legitimized 
structure whose members collaborate as peers 
in solving problems, making decisions and 
achieving objectives. 



* The appropriateness or inappropriateness of each of 
these -types of organization structures depends to a 
very large degree on the environmental reality since 
environmental factors influence an organization's 
internal stability, control, communications, etc. 

^ So far, nine environmental variables have been identified 
as having an important impact on present day organizations. 
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Goal ambiguity 



Environmental flux or turbulence (rapid 
external changes) 

Internal cohesion 

Utatcertainty of the future 

Urgency to aphieve objectives 

Requirements for expertise 

Organization self -renewal capabilities 

Flexibility in formulating goals and policies 

Organizational adaptation 



* To the extent that these environmental variables show 
a decreasing tendency, the effectiveness of an organi- 
zation can best be insured by making its structure 
move hierarchical. To the extent these variables 
show an increasing tendency, an effective organization 
should have a more democratic structure. 

* The environment surrounding the Heliport exercise was 
characterized by an increase in these environmental 
variables therefore necessitating a re -examination of 
seemingly outmoded assumptions about "proper" organi- 
zational structures. 

QUESTION 21. What assumptions did you make about work and/or workers 

in general which may have interfered with successful 
task accomplishment? 

KEY POINTS : 

* That some people are not creative and can't design or 
build. 

* That women's roles involve recording, and other support 
functions, but certaixily not construction functions. 

* That Jobs couldn't be restructured or enriched once 
the exercise began. 

* That orders had to be followed unquestionably. 



IX-ll 



ERIC 



^ That the only viable organization structure was 
hierarchical* 

^ That interruptions from the outside could not be 

q^uestioned and that the "source" of these interruptions 
could not be q.uestioned regarding future interruptions* 



QUESTION 22. Was there much listening going on? 



KEY FOIMTS: 



* There were probably many good ideas lost. Because of 
our natural inclination to be thoroughly involved with 
our own ideas, we need a supervisor acting as a 
completer -of -group -action who could more effectively 
facilitate the circulation of ideas* 



* To do this, he should be alert to the ebb and flow 
of leadership styles and roles within his work group* 

QUESTION 23. When ideas were ignored or contradicted, what effects 

regarding level of involvement resulted? 



KEY POINTS: 



* Rapid negative evaluation of ideas often leads to 
withdrawal and a resultant reduction in the quantity 
of ideas produced* Positive evaluation of ideas 
results in the reinforcement of certain kinds of 
ideas or the development of habitual idea-giving 
patterns* Both these results impede the process of 
ideation necessary for problem-solving in uncertain 
situations * 



* As a completer-of -group -action, the supervisor could 
suggest and introduce bralnstorniing as a techniq.ue 
for avoiding the pitfalls of inappropriate idea 
evaluation* ' 

QUESTION 24. Were there examples of "Crisis Management" toward the 

end? Why? 



KEY POINTS: 



* In many cases, there is a poor initial utilization of 
human resources, evidenced liy the disregard of the 
work group *s social, ego, and self -fulfillment needs* 
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* The acti-vity becomes almost totally task, to the 
neglect of group maintenance. 



* Crisis situations tend to repeat themselves due to 
the ever -waning trust on the parts of both management 
and worker. 

* Such a condition could be avoided by paying careful 
attention to planning and organizing, by using an 
appropriate leadership style, and by examining the 
forces which maintain a group. 

QUESTION 25. Were the leaders useful or not in helping the group 

accomplish its task? 

KEY POINTS ; 

^ Frequently, the removal of a leader is accompanied 
by furious work activity; this could be an indication 
of squelched motivation when "under" the leader. 

* A leader is helpful if he constantly monitors the 
situation and acts on it. 

* A leader is restraining if he perceives management 
positions as being passive and uninvolved; he then 
attempts to satisfy his own needs by bothering or 
becoming an obstacle to the workers or "by doing the 
work himself. 

* An initial assvunption is that management Jobs are 
the most desirable. However, in the ^llere and Now" 
of Heliport, the most desirable Jobs are those of 
the construction workers. 

QUESTION 264 How could management be more productive? 

* By limiting the number of individuals in management 
positions. 

* By monitoring the group to determine both the psycho- 
logical and physical needs. This is usually done by: 

• listening actively. 

» choosing the most productive leadership style 
depending on the forces in the leader, the group 
and the situation. 
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• utilizing the motivators, 

• observing and contributing to the balancing of 
task and maintenance roles, 

• avoiding "group think" patterns from occurring 
while preserving the integrity of pilmary group 
cohesion. 

* The observers of Heliport tend to act like effective 
supervisors because they are forced to observe — 
which leads them to see where the gaps are. Leaders 
within the game tend to participate rather than 
observe, making it difficult to guide effectively. 

md you perceive the emergence of primary groups through- 
out the exercise? 

KEY POINTS : 

^ Most Heliport teams tend to break down into smaller 
primary group units. 

* One usually finds the most cohesive ones as having a 
clearly defined set of goals and objectives. For 
example during the initial planning and organizing 
phase, the entire team is the primaiy group. Once 
the exercise gets underway, the design subgroup 
becomes more of a primary group. Later on the con- 
struction subgroup becomes the primary group while 
the total group becomes its secondary group, etc. 

Of the two major categories of group functions, task and 
maintenance, which seemed to predominate within the 
respective teams? 

KEY POINTS ; 

* Groups with a task orientation tend to achieve 
objectives but also tend to be humorless, dull and 
not much fun. In addition, the risk of alienating 
its membership is high due to insufficient attention 
being paid to personal needs. 

* On the other hand, groups with a maintenance orienta- 
tion, albeit pleasant and jovial, run the risk of 
excessive wheel -spinning and eventual demoralization 
of its membership. 
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* In most ongoing work groups, however, task orienta- 
tions tend to be more prevalent than maintenance 
orientations • 



"EERSON-IN-THE-MIDDLE" CONCEPT 

QUESTIONS '29, Whose fault would it be if outside forces were to 

cause internal work group strife? 

(responses) 

30. What actions did you as a work team take to plan for 
unforseen circumstances? 

(responses) 

31. What efforts did you take to find out about impending 
changes? 

(responses) 

32. What caused you to make the assumption that you qould not 
ask the instructor about future changes? 

KEY POINTS ; 

* When we were engaged in the "Choosing a Color" 
exercise, we concluded that the supervisor was a 
compl eter -of -group -action. But now we see that 
his/her responsibilities don*t lie with the work 
group alone • They move beyond the immediate group 
to include the oversight and moratoring of external 
groups, bosses, programs and so forth. 

^ A supervisor is not just a completer-of -group-action 
but also the Person-in-the-Middle. He or she stands 
between his/her work group and a number of other 
persons. 

^ It is often said that a supervisor is the link 
between management on high and the worker at the 



PLIPCHART 



PLIPCHAHT 



QUESTION 



HiIPCHAET 



grass roots • Would this diagram accurately reflect 
this link position? 



DIVISIOIT CHIEF 



SECHON HEAD 



SUPERVISOR 



WORK GROUP 



• This diagram is set up much as organizational 
charts are. However, it indicates a lopsided 
and incorrect linkage. 

* Actually a supervisor is a member of two groups: 
the staff of his/her toss and his/her own work group. 




This diagram shows more accurately that a supervisor 
commonly works with other supervisors and his "boss 
as well as with his/her own work group. 

* It doesn't indicate^ however, the supervisor's 

. relation to all parts of the agency nor to external 
groups, policies, programs, and environment. 

?3. Specifically, what other forces might you have to 
contend with? 

KEY POIMTS ! 

* The supearvisor is the key person in contacts between 
his work group and many of these outsiders. He or 
she is literally the Person -in-the HMi ddle . 

* Accordingly, the work of an effective supervisor is 
. not just the ahili-ty "to get the job done through 

other people" but more importantly to furnish what 
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his/her group needs to accomplish its task. Such a 
responsibility implies the recognition and attempted 
fulfilljnent of psychological needs as well as material 
ones. 

* In order to provide such an environment, a supervisor 
. must have his antennae out beyond his/her ovm work 

group. It^s important to be able to forecast: 

. how the boss will act 

. how the organization will change 

. how peers will act 

. how the staff will react to a proposal 
What else? 

* A supearvisor should be able to forecast how forces 
outside the work group will effect it. 

How does one forecast? Hew does one gather necessary 
data? 

KEY POINTS ; 

* Review goals that management and staff have established 
for the work group. 

^ Examine the effect of these goals on critical group 
- functions. 

* Also examine the effect of other forces on critical 
group functions. These other forces could be con- 
trols, funds, materials, or selection standards and 
all those other outside forces that we brought up 
previously. 

^ With a knowledge of how external factors affected 
you in the past, project into the future how various 
factors and forces will act upon you and your group 
now. 

* Diagnose the problem areas and decide where the work 
group will go if there is no change in the external 
forces. 

After forecasting, what should the supervisor (to then? 
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* Plan hov to support trends Mfblch will help the group. 

* Plan how to block trends vhlch will hinder the group. 

. In suinmaiy, the supervisor operates as a coinpleter of 
group action both internally and externally. 





INTEEKAL 


EXOERNAL 


(Analysis) 






DIAGNOSE 


J FORECAST 




(LeadersMp 
Role) 


SUPPORT K. 
AMD REMEDY 


y counuuE 

AND MODIFY 





EBHSON-IN- 
TBE -MIDDLE 



He or she operates as a Person-in-the-Middle by not only 
being aware of the immediate work group but also being 
alert to outside forces. He or she then selects the 
pattern of external factors that seems to ha*TO the best 
consequences for the work group and plans how to attain 
this pattern. 

"A Supervisor's Situation" 

"Management and Subordinate Ratings of Supervisors" 
"The Marit Principles and Related Legislation" 
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UNITED STATES CTVIL SERVICE C0M4ISSI0N 



SUPERVISION AND GROUP PERFORMANCE 
Session X 

•SCIENTEPIC METHOD OF PROBLEM-SOLVING 
.COURSE INTEGRATION PROBLEM 
("The Case of John Timonium") 
•CHANGE: FORCE FIELD MALYSIS 



Objectives 

Participants will be able to: 

1, Approach problems within the framework of the Scientific Method 

2m Integrate the course concepts with a case study situation 

3« Explain Kurt Lewin's Force Field Analysis Model for attenrpted change 



Notes to Instructor 

Purpose: 

1, The "Case of John TLmonium" is fraught with innumerable problems 
that relate to the concepts covered in the course to date^ The aim 
is that participants grapple with all the intricate problems included 
in the case in the process of arriving at a solution to the major 
problem. The case therefore sei*ves as both an integrator and a 
summary of the course, 

2. In this instance, the process of tackling problems is considered 
as important as solving the problem. Therefore, the participants 
are introduced to the Scientific Method of Problem-Solving as a 
lo^cal guide to the case. 

3« The introduction of change is a large part of the case, so Kurt 
Lewin's Model of Attenrpted Change is presented. With the Timonium 
case as an exanrple, it p3rovides a method of analyzing a situation 
and the means available for introducing change. 



Method: 



After a review of the Scientific Method of Problem -Solving, the Timonium 
"Situation" is presented to each member of the class. It represents 
the immediate, "messy" problem and, as such, coincides m.th the first 
step in problem-solving: Awareness of a Problem. It is then incumbent 
upon the class to gather information to better understand and define 
the problem. This is a modified "Incident Process" approach. Please 
see the ""Foreword" for further information. 

You have the majority of information in the form of handouts; however, 
many of the questions can be answered orally if not already in written 
form. Whenever a question relates to a particular handout, distribute 
that handout to everyone. This process, of course, fits in with the 
"Gather Information" step of problem-solving. 

The remaining steps in problem -solving are paralleled in the questions 
to be answered in the case-study session: 

" What went wrong and why? Redefine problem in light of your 
analysis of information." (Steps and 5: Analyze informa- 
tion and Redefine Problem) 

"What alternative solutions to the problem are there? " 
(Step 6: Develop Alternative Solutions) 

"Select the 'best' solution(s) and explain why ." 
(Step 7: Choose Solution) 

The final question- -"What should John have done from the 
beginning? Why? —gives the class an opportunity to plot out 
a more effective approach to the situation thereby eliminating 
the problem that eventually arose in the Timonium case. 

The case is to be discussed and decided upon by table group, not on 
an individual basis. 

Main Points: 

Urge the participants to grapple with all the problems within the case 
since the purpose is not only to solve the problem but also to deal 
with course concepts as applied to a "real" situation. In fact, to get 
the most mileage out of the case, allow people to q.uestion and challenge 
table group reports as they're given rather than having each group give 
reports first with a questioning session afterwards. People are eager 
and involved this way, whereas the enthusiasm tends to wane if natural 
impulses are postponed. 



Additionally, probe the process wherety the case was tackled. Even 
though the Scientific Method of Problem-Solving has been recently 
reviewed, the tendency still is to jump from the first perception of 
"problem" to solution. 

Also, groups frequently devise one solution without exploring alter- 
natives. Exploration of alternatives before choice and implementation 
both increases imderstanding and provides other thought-through 
possibilities if the chosen solution doesn|t succeed. It's another 
example of energy expenditure at the outset in order to prevent or 
reduce constant energy output over a long period of time. 

It's often interesting to observe some of the group processes while 
they're working on the case, and feed this back in the large group 
discussion. Even better is to stop the group halfway through their 
problem-solving and have them look at their own g2X)up*s functioning. 

The solution really isn't as important as the concepts applied and the 
problem-solving process utilized. Iherefore, concentrate on this in 
the discussion rather than the technical points of the case. 

The "Change" module can use the Timonium case as material for the 
Lewin model since introduction of change comprises much of the case. 
Or Timonium can be a starting point, with the model being used on a 
larger scale to suimnarize the course. This is explained in more detail 
in the body of the presentation. 



Materials 

Visual Aids ; 

Flipchart easel 
Hipchart 

Chalkboard and chalk 
Felt-tip pen 

Handouts ; 

The Case of John Timonium 

^ The Case of John Timonium - The Situation 

* The Case of John Timonium - Duties of Examiners 

* The Case of John Timonium - Individual Reports 



* John Timonium's Conference; A Transcript 

* The HLstoiy of Timonium's Work Group 

* The Case of John Timonium - Method Analyst's Report 

* A Way of Analyzing Change 

* Evaluation Form 

* Bibliography 



For the John Timonium case only "The Situation" is included in the 

packet of participant handouts. Copies of the other "handouts" 

are included in this instructor's manual. They should be reproduced by 

the instructor and distributed in accordance with the procedure 

described. 
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SUPERVISION AHD GROUP PERFORMANCE 
Session X 

•SCIENTIIIC METHOD OF PROBLEM -SOLVING 
.COURSE INTEGRATION PROBLEM 
("The Case of John TLmoniura") 
•CHANGE: FORCE FIELD ANALYSIS 



Presentation 

1. All of you deal with problem-solving situations 
regularly and probably follow scxae methodology, 
however unconscious. 

If you had to spe3JL out the logical steps in problem- 
solving, what would they be? 

* Be aware of the problem.. 

* Define problem, 

* Gather infonnation. 

* Analyze information. 

* Redefine problem based on the analysis (if 
necessary), 

* Develop alternative solutions. 

* Choose solution. 
^ Put into action. 

* Follow-up and evaluate. 

2, We label this the Scientific Method. It is simply a 
logical approach as compared to an intuitive one. All 
other problem-solving techniques fit within this basic 
structure. Different techniques emerge as a result of 
different methods of operation within some of the steps. 
For example. Creative Problem Solving uses Brainstorming 
as the technique for the step "Developing Alternative 
Solutions," The Kepner-^regoe problem-solving method 
uses Problem Specification and Determination of 
Probable Causes as the specific techniques for the 
*l)efine. Gather information. Analyze, and Redefine" 
steps. 
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Let's look at each step of the scientific method more 
closely: 

a. Define the problem 

1) Get beyond the symptoms, which usually are more 
apparent, and pinpoint the problem or problem 
plus sub -problems. 

2) Move firom the general problem situation to the 
particular, firom the obvious effect to the not 
so obvious cause. 

3) Write out a tentative statement of the problem 
to be solved. 

b. Gather information 

1) Get facts rather than assumptions whenever 
possible. 

2) Keep an open mnd. Don't selectively gather 
information in order to support a preconceived 
notion of what the problem and solution are. 

c. Analyze information 

1) Check to see if the tentative problem statement 
needs revision. 

2) Be sure you're attacking the right problem. 

d. Develop alternative solutions 

1) This is a good time to incorporate any group 
c3ynamics that you've developed for joint attack 
on problems. One such method is brainstorming. 

2) The more alternatives you generate, the greater 
chance you have of arriving at a good solution. 

e. Choose a solution 

l) Measure each possibility separately on a common 
yardstick of specific criteria such as suit- 
ability, feasibility, and acceptability. 



2) Rank the criteria according to importance; 
is the criterion an absolute "must" or some- 
thing "desirable"? 



3) Frequently, the best solution is a combination 
of tvo or more possible solutions. 

f • Put the solution into action 

l) Anticipate possible problem areas, misunder- 
standings, and resistances; be alert to their 
emergence. 

g. Follow-up and Evaluate 

1) Keep track of the progress and \odk at the 

. resid-ts; you may have to make modifications 
in the plan. 

2) If the problem continues even after modifi- 
cations are made, work your way back through 
the problem-solving cycle. 

a) WoiiLd another solution work better? 
b^ Did you apply all necessary criteria? 
c) Did you overlook a vital piece of data? 

The situation that you are being plunged into for the 
next couple of hours is composed of several different 
problems. The supervisor enmeshed in all of these is 
named John Timonium. Put yourselves in his shoes and 
decide how you'll handle the problems from his vantage 
point. 

Later, you will have the special advantage of stepping 
back in time in order to delineate the steps that would 
have eliminated the problems. 

MOTE TO mSTBUCTOR : 

(Split the group into small table groups. The case is 
to be approached on a group basis. Since you are 
stressing logical problem- solving processes in addition 
to successful solutions, a modified Incident Process is 
used. You make the group "Aware of the Problem" [ist 
step in problem-sol vingj 1^ distributing the handout 



HANDOUTS 
(To be 
given on 
req.uest) 



CHALKBOAED 
(Don't "write 
the bracketed 
information) 



TABLE 
GROUP 
PROBLEM 
SOLVING 



labelled *^l?he Situation." It provides minimal infor- 
mation, but it is perceived by Timonium as a problem. 
The groups vill tentatively formulate a problem state- 
ment [2nd step in problem solvingj . ) 

(The class is to "Gather information" [Srd step in 
problem-solving by asking q.uestions or the instructor. 
Much of the inft>rmation requested is already in written, 
handout form. Other questions can be answered liy you, 
the instructor, as a result of familiarity vith the 
case.) 

. The Case of John Timonium - Duties of Examiners 
. The Case of John Timonium - Individual Reports 

• John Timonim's Conference: A Transcript 

• The Histoiy of Timonium *s Work Group 

. The Case of John Timonium - Method Analyst's Report 

(Once the information has been gathered by the parti- 
cipant's, direct their attention to the following 
questions : 

"WHAT WENT WRONG AND WHY? REDEFINE THE PROBLEM, IF 
NECESSARY, IN LIGHT OF YOUR ANALYSIS OF THE INFORMATION. 

&th step: Analyze information] 

|5th step: Redefine problem based on analysis] 

"WHAT ALTERNATIVE SOLUTIONS TO THE PROBLEM M§ THERE?" 
|6th step: Develop alternative solutionsj 

"SE]2;CT THE *EEST' SOLUTION(s) AND EXPLAIN WHY." 
[Jth step: Choose solution] 

'VHAT SHOULD JOHN THMONIUM HAVE DONE FROM THE BEGINNING? 
WHY? " 

(The first three questions are to be tackled from the 
viewpoint of John Timonium. The last question furnishes 
a chance for the -wisdom of retrospection. ) 

(Have the table groups report out after the entire 
session is finished. There is no "textbook" solution, 
but hopefully the solution chosen vill reflect some 
of the week's learning.) 

(Solve "Case of John Timonium.") 



Groups report out. 
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LARCai GROUP DISCUSSION: 



QUBS!ELON 



6. Were there many "before the fact" solutions? V/hy? 
KEY POIKT ; 

* The general tendency is to act on the problem as it 
is initially perceived, skipping over much of the 
information and going directly to one solution. 



QUESTION 



7» Were several alternative solutions actually considered? 
Were their conseqtuences considered? What were the 
alternatives? 

KEY POIHT ; 

* The generation of several ideas for a solution 
increases your percentages of coming up with a 
workable one. It also forces you to think through 
a problem more carefully. 

QUESTIOHS 8. What "vrais the group structure? What leadership roles 

were the group members playing (task, maintenance)? 
What communication patterns were evident? 

9# What underlying feelings were evident in the group, 
but not perceived by John? 

10 • How might group structure and attitudes have been more 
effectively used to introduce change? 

11. Was John effective as "the person-in-the-middle"? 

12, Was John acting as a "completer-of -group-action"? 
KEY POIMTS ; 

John's supervision (hygiene) was poor for several reasons: 

* John's supervision was a reflection of his supeirvisor 's 
- style, which was equally poor. John's supervisor never 

consulted John prior to summoning the Methods Analyst. 
Additionally, there was no consultation with John's 
group by the Methods Analyst. 
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* John used the "Tell" s-tyle of leadership inappropriately 
. because he was introducing change without group input 

and was dealing with individuals who were already 
suffering from lowered status and morale* 

* John's group had a need for ego satisfaction* Because 
their jobs werenH providing ego fulfillment, they 
attempted to satisfy these needs through competition 
with Warehouse and Fiscal^ Competition implies 
Win/Lose and John's group lost when Fiscal stored up 
all the con5)laints in order to dump them all at once— 
and therefore more impressively— on upper management* 

This situation was not recognized by John. In fact, 
he just "poured gasoline on the fire" idien he defended 
an action by the Hscal section over his own group • 

* John was an ineffective "person -in-the -middle." Not 
only was he unaware of what was happening both within 
his group and without, but he also neglected to defend 
his people in the conference with his supervisor. ^ 
All he fought about was for the authorii^y to sign the 
letters instead of his boss. 

y 

* He didn't consider liie group's membership structure. 

- For example, he didn't utilize A's informal leader- 
ship (task OBIENTATIQN) or E's harmonizing abilities 
(maintenance ORIEHTATION) to help offset the negative 
effects of the change being introduced. He was, 
therefore, an ineffective "completer-of -group-action." 

* John was insensitive to the changing goal of the group, 
. from cooperation with other sections to con5)etition, 

which was indicative of their increased status needs. 

* He squelched the men's attempts to further enarich their 
. jobs through the development of deeper, more meaningful 

business relationships with their suppliers. And of 
course, removal of the signatory authority actually 
de-eiiriched the jobs they already had. As a conse- 
quence, John's group became totally demoralized. 

NOTE TO INSTRUCTOR : 

JKm TO AN ANALYSIS OF TABIE GROUP PROCESSES: (Optional) 

INSTRUCTOR 
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(After ajQ hour or so of problem-solving, groups 
frequently find themselves "bogging down. This is a 
good time to break ftrom the Timonium problem temporarily 
and to have the groups analyze their own group processes. 
Some guideline questions are as follows:) 

a. How does the group feel about itself? 

b. Are all group members equally interested? Why or 
why not? 

c. What about the group atmosphere? Is it friendly 
or hostile;, fonnal or informal? Why? 

d. How are various group members behaving? 

e. V/hat blocks toward common action are developing? 

f • How does the group leader model behavior? How 
does he or she help the group to loosen up and 
act cooperatively? 

(Once again, the analysis of one's own behavior usually 
proves the most powerful tool in really learning 
behavioral concepts.) 
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CHANGE 



1. The attempted change in the John Timonium case was the 
move that finally pushed the group to total dissatis- 
faction and resistance. If handled differently, the 
attempted change might have been accepted. Or group 
input into the proposed change might have transformed 
it into something more workable and acceptable, 

2. Change quite naturally causes tension and anxiety in 
human beings. It*s a necessary biological reflex, 
mobilizing an individual for action — a reflex that at 
one time was vital to survival. What the person does 
with this energy today can be either constructive or 
self -protective. 

3. Change can be perceived as either enhancing or 
threatening to the ego. If it is seen as enhancing, 
there is acceptance of the change and therefore a 
constructive mobilization of tension. There is still 
uncertainly but the achievement of the new behavior 
releases any anticipatory tension or anxie-ty. 

km If, on the other hand, change is seen as threatening 
to the ego, defenses spring up and the majority of 
energy is directed toward protecting the status quo. 
Tension is channeled into resistant behavior, thereby 
preventirig any actual change. 

5. Kurt Lefwin, whose work in group dynamics underlies 
organization development practice, developed a model 
for analyzing the various forces involved in an 
attempted change. He refers to it as **Force Field 
Analysis." He theorized that in any situation in 
which change is attempted, there will exist a "dynamic 
balance of forces for and against the change." Some 
pressures strongly support the change while others 
act as powerful obstacles. 

6. In diagnosing the environmental pressures surrounding 
the change, Lewin separates those pressures into two 
ni»--f-n categories: the driving forces and the restraining 
forces. 
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ATOEMPOED CHANGE 



FIIPCHART 



DRIVING FORCES 



RESTRAINING FORCES 



-> 

-> 



7. The driving forces are those environmental conditions 
and pressures moving an individual in the direction 
of the anticipated change. 

8. The restraining forces are those forces which repress 
or restrain an individual from moving in the direction 
of the anticipated change. 

9. The group of forces shown in the figure is called a 
"Force Field." For descriptive purposes, the forces 
in the figure are shown as eqvial in strength^ but a 
force field can be made up of forces of vaiying 
strengths. 

10. An individual or a group stabilizes its behar^or where 
the forces pushing for change are equal to the forces 
resisting change. Lewin called ihe result of this 
dynamic balance of forces the "quasi -stationary 
eq.uilibrim. " 

11. Change will occ\ir only if the forces are modified so 
that the system can move to and stabilize itself at a 
different level. Somehow, the driving foree^ must 
become stronger than the restraining forces. 
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NOTE TO INSTRUCTOR; 



NOTE TO 
INSTRUCTOR 



12. 



13. 



CHALKBOARD ik. 



(From this point on, the instructor can choose either 
one of the alternate approaches. The first approach 
acts as a suinmarizer of the course. The second 
approach fits the TLmonium case into *the Lewin model. ) 

APPROACH fl 

The equilibrium can be broken and moved toward change by 
(l) strengthening or adding forces in the direction of 
change, (2) reducing or removing some of the restraining 
forces, or (3) combining the first two methods. 

Any of these basic strategies may change the level of 
the individual or group's functioning, but the 
secondary effects will differ depending on the method 
used. 

If you increase the strength of the driving forces, it 
demands constant pressure --whether that pressure is 
maintained by encouragement or disapproval. Whenever 
that pressure is relaxed, the contravailing restraining 
forces will bring the situation back to the former 
status-quo. In addition, pressure invites counter- 
pressurej the tension level will probably rise, which 
in itself may reduce effectiveness. This method of 
applying driving force pressures uses vast amounts 
of energy. 

Before discussing the second method of decreasing the 
strength of restraining forces, I would like you to 
list all the factors you thixik will cause people to 
resist change. 

(response) 



TABIE 
GROUPS 



15. In your table groups, list all the ways you can think 
of to decrease or mitigate the restraining forces. 
Think back to all the points made in the course. 



KEY POINTS: 



mPCHART 



* Change will be easier to introduce j.f there already 
- exists within the group a cooperative atmosphere 
"v^ch fosters trust. 
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* Two-way cofflmunication helps reduce resistance. 

~ Reasons for the change are discussed in an attempt 

to avoid distortions, rumors, and general misin- 

forcmtion. 



NOTE TO 
INSTRUCTOR 



NOTE TO 
INSTRUCTOR 



QUESTION 



* The supervisor should provide tension outlets. An 

. ongoing environment of good interpersoxaal relations 
and fairness provides an ideal background for such 
tension release. An open, non- Judgmental leadership 
approach vould be most effective. 

* The sxapervisor needs to provide recognition of his 

. or her vork group concerns and offer the necessary 
ego supports. 

* If the group is allowed to participate in a meaningful 
« vay, the opportunity for resolving conflict will be 

provided. If there is a chance for real input 
into the proposed change, real commitment to and 
acceptance of the change mil be generated. 

* Effective change demands not on3y qiiality but also 
. an acceptance on the part of those individuals 

involved in it. Reduction of the restraining forces 
encouragc^s such acceptance. With acceptance it is 
easier to stabilize the change at a new level of 
performance and effectiveness. 

16. NOTE TO INSTRUCTOR : 

(You can use "Hie list developed 1:^ the class as a 
partial or complete covirse summary, depending upon 
the remedies listed at this point. If only partial, 
you can add the remaining concepts.) 

AFPROACH #2 ; 

17. NOTE TO INSTRUCTOR : 

(Follow the Change presentation guide firom paragraph 1 
up to but not including paragraph 12. Then proceed as 
follows : ) 

18. In the John Timonium case, what vere the forces driving 
Timonium's vork group toward the attempted "signing 
letters" change? 
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FLIPCHART 
(nil in 
under 
"Driving 
Forces") 



QUESTION 



FLIPCHART 
(Fill in 
under 

^'Restraining 
Forces") 



KEY POIMTS ; 

* Method Analyst's report. 

* John's boss's req.ue8t for the signatory change. 

* John's push for acceptance of the change. 

* Desire to retain one's Job. 

* Need for increased production and stoppage of error. 

19. What were the restraining forces in Timonium's group? 
KEY POINTS ; 

* Loss of status. 

* Lessening of responsibility rather than enrichment. 

* Ego threat. 

* If one always sees a person as an individual and not 
. as part of a group, he can't see the loss in status, 

the ego problems, or the sense of isolation from 
peers. 

20. The equilibrium can be broken and moved toward change 
l3y (l) strengthening or adding forces in the direction 
of change, (2) reducing or removing some of the 
restraining forces, or (3) combining the first two 
methods. 

Any of these basic strategies may change the level of 
the individual or group's functioning, but the 
secondary effects will differ depending on the method 
used. 

21. If you increase the strength of the driving forces, it 
demands constant pressure --whether that pressure is 
maintained by encouragement or disapproval. Whenever 
that pressure is relaxed, the contravailing restraining 
forces will bring the situation back to the former 
status-quo. In addition, pressure invites counter- 
pressure; the tension level will probably rise, which 
in itself may reduce effectiveness. This method of 
app3yi3ig driving force pressures uses vast amounts 

of energy. 
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QUESTION 



22. 



What are scane "ways to "weaken the restraining forces? 



KEY POmTS ; 

PLIPCHART * caoacige will be easier to introduce if there already 

. exists vithin the group a cooperative atmosphere 
which fosters trust. 



* Two-way communication helps reduce resistance. Reasons 
. for the change are discussed in an attempt to avoid 

distortions, rumors, and general inisinformation. 

* The supervisor shoixld provide tension outlets. An 
ongoing environment of good interpersonal relations 
and fairness provides an ideal background for such 
tension release. An open, non- judgmental leadership 
approach would be most effective. 

^ The supervisor needs to provide recognition of his 
. or her work group's concerns and offer the necessary 
ego supports. 

^ If the group is allowed to participate in a meaningful 
way, the opportunity for resolving conflict will be 
provided. If there is a chance for real input into 
the proposed change, real commitment to and acceptance 
of the change will be generated. 



23. Effective change demands not only quality but also an 
acceptance on the part of those individuals involved 
in it. Reduction of the restrainiiig forces encourages 
such acceptance. With acceptance it is easier to 
stabilize the change at a new level of perforjoance 
and effectiveness. 



NOTE TO 
INSTRUCTOR 



2k. NOTE TO INSTEIUCTOR ! 

(Close out the course.) 



HANDOUTS 25. Bibliography 

Evaluation Form 
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UNITED SPAOJES CIVIL SERVICE CCMMISSION 
SUPERVISION AND GROUP PERFORMANCE 



■ 

Session I 
6 MAIN SUPERVISORY QUESTIONS 

1. Recall the ^'test" supervisor you ever had. What did he (she) do to 
make him (her) the ^'hest"? 



2. How are people motivated? 



3. What is leadership? 



4, Name a few ways to improve communication. 



5. What are some characteristics of a group? 



6. How do you bring about change effectively? 



UNITED S'EATBS CIVIL SERVICE C0M4ISSI0N 
SUPERVISIQN AND GROUP PERFORMANCE 
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Session II - Parts I and II 



MOaniVAIHON QUESTIONNAIRE 



!• Descrite the ' *best " experience you ever had on your Job (or a Job 
you once had). 



2. Describe the Vorst " exi)erience you ever had on your Job (or a Job 
you once had). 



UNITED STATES CIVIL SERVICE C0M4ISSI0N 
SUPERVISION AND GROUP PERFORMANCE 
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Session II 
MOTIVATION; MASLOW'S HEEDS HIERARCHY 



Supervisors are concerned about how people are motivated on 
their jobs. Motivated behavior is goal directed because it is 
behavior which is directed toward satisfying a need or desire. 

Abraham Maslow developed a theory which held that Mankind's 
needs and desires are arranged in hierarchical order with the 
most basic needs on the lowest level and less basic needs on 
higher levels of importance. He claimed that as basic needs were 
substantially met, higher level needs increased in motivational 
strength, thus directing one's behavior toward satisfying the 
higher level needs. At no time do satisfied lower level needs 
disappear as they assume a less important role than the unsatis- 
fied higher level needs. Environmental changes threatening the 
meeting of lower level needs will result in primary importance 
or increased motivational strength being reinvested in the lower 
level needs, according to Maslow 's theory. 

The levels of need satisfaction, however, vaiy from individual 
to individual. Thus, an individual with a strong need for material 
comforts is satisfied with a large, modem house and two Cadillacs 
in his garage while another individual may satisfy his materialistic 
needs by acquiring a tent and a bicycle. 

Maslow categorized human needs into five main groups in an 
ascending hierarchical order. They are: 

1) Physiological Needs : These are the needs for food, water, 
sex, sleep, air^ shelter, clothing, elimination. 

2) Safety and Security Needs ; These are the needs to be 
free from the deprivation of our physiological needs. 

3) Social Needs : These are the needs for group belongingness, 
the need to be accepted and to accept others. 
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h) Ego Needs; These are the needs for masteiy and competence. 
for confidence, independence and freedom. These also are 
the needs for prestige, status and the establishment of 
a good reputation. 

5) Self -Actualization : These are the needs for self- 
fulfillment, the realization of one's full potential 
as a human being, to become everything one is capable 
of becoming whether that potential lies in motherhood, 
becoming an athlete, painting, writing, or whatever. 



Depriving individuals of any one of these needs for sustained 
periods of time not only increases motivational strength to meet 
that need but also may influence that individual's philosophy of 
the future. A whole generation of Americans underwent extreme 
physical and security deprivation during the Depression and, even 
though security needs have been met, behavior and thought is 
still directed toward meeting security needs. 
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Session III - Pazt I 
JOB ENRICHMENT 



The motivation -hygiene theory says there are two parts to a Job. The 
first is hygiene — how do you treat people? The second is motivation — 
how do you use them? The motivators are: does the employee get achieve- 
ment, recognition for achievement, does he have responsibility, is the 
work interesting, can he achieve professional growth and advancement? 

To instill motivation j» you must first examine the job > What does the 
employee actually do? There is a wide spectrum of jobs which can be 
enriched. Job enrichment works best in those jobs where attitudes are 
poor, where it is technologically possible, and where motivation will 
make a difference in productivity. 

The first step in instituting a job enrichment program is to brainstorm 
a list of job changes, initially with no regard to practicality. Do not 
involve an employee in the enrichment of his own job as this tends to 
contaminate the issue with himian relations hygiene. It's the new job, 
the new job content which will bring motivation. 

Afljer brainstorming a list, screen it for hygiene items, gross generalities, 
and technological impossibilities. Finally, screen the list for horizontal 
loadings: (l) giving him more of the same kind of work, (2) rotating 
him through similar activities, and (3) adding additional meaningless 
tasks. After the screening you will have a practical list of job changes 
which will give the employee more responsibility and opportunity for 
achievement, recognition and growth. 

Start with an experiment. Have a control group where no changes are 
made, and a second group where motivating job changes are introduced 
systematically over a period of time. There should be no changes in 
hygiene in either group. Give tests of performance and job attitudes 
to both groups before and after the changes are made, so results can be 
accurately determined. ' 

Job enrichment is not a slogan j it's a strategy . It cannot be isolated 
from other personnel considerations such as training, selection and 
.classification. Properly administered, however, it can help canpanles 
to enhance and utilize the talents of employees at all levels. 
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Session III - Part I 
PRINCIPIES OF VERTICAL JOB LOADING 



PRINCIPLE 

A. Removing some controls while 
retaining accountability 

3. Increasing the accountability 
of individuals for own work 

C« Giving a person a complete 
natural unit of work (module, 
division, area, and so on) 

D« Granting additional authority 
to an employee in his 
activity; job freedom 

E. Making periodic reports 
directly available to the 
worker himself rather than 
to the supervisor 

Ft Introducing new and more 
difficult tasks not 
previously handled 

G« Assigning individuals 
specific or specieCLized 
tasks, enabling them to 
become experts 



MOTIVATORS INVOLVED 

Responsibilily and 
personal achievement 

Responsibility and 
recognition 

Re sponsibility , 
achievement, and 
recognition 

Responsibility, 
achievement, and 
recognition 

Internal 
recognition 



Growth and learning 



Re sponsibility, 
growth, and 
advancement 
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Session III - Part I 
BRAINSTORMING 



Most group conferences or meetings involve both the generating and the 
immediate evaluating of members* ideas. The consequences of evaluating 
ideas as they are generated is that group members will be less likely 
to continue to generate ideas if past contributions are ridiculed, 
labelled impractical or unrealistic. The result of this, over time, 
vill be that fewer and fewer ideas will be generated. Moreover, ideas 
will tend to be primarily generated in order to gain group axsceptance 
or respect. 

Sooner or later, individuals internalize the idea evaluation, process 
and "pre-edit" their ideas before expressing them to avoid ridicule by 
others. This stviltifies the spontaneity needed for the creative pro- 
cess and consequently, novel or outstanding ideas are rarely conceived. 

The brainstorming process attempts to avoid idea stultification by 
separating the generating from the evalixating of ideas on the theory 
that increased quantity of ideas (even though many may be '*bad") will 
result in increased quality. Additionally, ideas, which by themselves, 
may not contribute to problem solving, may in combination with other 
ideas, result in effective solutions or approaches to solutions. 

To conduct a successful brainstorming session you shovild: 

- Establish "generation" not "evaluation" as the basic grovtnd rule. 

- Hold a warm-up session or two on brainstorming. 

- Choose two "recorders" who will write the responses on a'flipchart or 
blackboard. 

- Choose a "leader" who will elicit ideas ftom the group and direct ideas 
to the recorders. 

- As a leader, hold an occasional one minute period of silence to allow 
ideas to "collect" in the minds of participants. 

- Submit all ideas generated to the person with the problem who in turn, 
will evaluate them at a later time. 
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CASE STUDY #1 



Yoii, the first line supervisor, have received the yearly requests _ 
for annual leave from your crew. You notice that for the first time, 
too many people have requested leave in connection with the kth of 
July and Thanksgiving holidays. You check the regulations and the 
contract and can't find guidance; you'll have to come up with 
something. 

At a coffee hreak, you casually mentioned your predicament to one 
of your employees and now three of them have requested a meeting with 
you. It seems they have some ideas on how you can establish a fair 
system for granting leave during these desirable periods. 

What should you do— if anything --about this proposed meeting? 
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Session III - Part III 
CASE STUDY #2 



The supervisor of an Inventory Management Unit is having 
difficvilty in supplying some of the customers with products • 
In fact, "back orders have sharply increased in the last 
days. 

Believing that several heads are better than one, the 
supervisor considers calling a meeting of the employees to 
discuss the supply problem. The supervisor's organization is 
represented "by a union. What should the supervisor do? 
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Session III - Part III 

AREAS WHICH ARE/ARE NOT 
CONSULTABLE OR KEGOTIABLB 




Precluded: 



ConsultaTole/Uegotiable : 
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Session IV 
LEADERSHIP 



Leadership could be looked at as a continuum of behavior* 




The Supervisor 
makes the deci- 
sion himself, 
then tells the 
group. 



The Supervisor 
stresses the 
advantages after 
he makes the deci- 
sion or he may 
deal individually 
vith the group 
members and use the 
meeting to pressure 
those to disagree 
vith him. 



The Supervisor 
presents the 
problem or ten- 
tative decision 
that is influ- 
enced by group 
suggestions. He 
makes the final 
decision, him- 
self, however. 



The group, 
along with 
the Super- 
visor is 
responsible 
for actually 
making the 
decision* 
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Session IV 
THE BEST TKATTFIRSHIP STHE 



In deciding to use a particular leadership style or combination 
of styles, the supervisor should consider the various forces present 
in himself, the group and the situation. 



1) Forces in the supervisor 

The supervisor vill be influenced by his ovm personal 
inclinations of the moment which are molded by his back- 
ground and experience. Such internal forces might include 
his value system, degree of confidence in his employees, 
his tolerance for ambiguity and uncertainty. 



2) Forces in the group 

A supervisor's choice of a leadership style can be greatly 
influenced depending on what degree his subordinates: 

a) have a relatively high need for independence 

b) have a readiness to assume responsibility for decision- 
making 

c) have a relatively high tolerance for ambiguity 

d; are interested in the problem and feel it's important 

e^ understand and identify with the goals of the orgaMzation 

f) are experienced enough to deal with the problem 

g) expect to share in decision -making 



3) Forces in the situation 

Lastly, a supeirvisor 's behavior can be influenced by vhat 
the situation itself holds in store for him and his group. 
Such sitToational factors include: 

a) the kind of organization in which he works 

b) how cohesive or effective the group is 
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the problem itself 
d) the presstires of time 



In choosing a leadership style, then, the supervisor should 
weigh and consider as many or more of the factors outlined here as 
he possibly can# There is no hard and fast rule as to which style 
is best to use when* Yoxir better Judgement is the most effective 
tod in choosing the most appropriate style. The kqr here is 
flexibility. One must be flexible enough to use the most appropriate 
style or mix of styles for the specific situation at hand. 
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Session V 
COMMUNICATIONS 



To supervisors, commiinication is vitally important since it is the 
vehicle through which the supervisor gets work done through other 
people. 

People perceive the world and everything in it differently fl'om 
other people since eveiyone has had different experiences. Thus, it 
is important to understand what your message reaJJy means to the 
person to whom you are conveying it. The receiver is on a different 
frequency. 

There are barriers to effective communication. Some of the barriers 
include : 

- Poor listening 

- Semantics 

- Self-interest 

- Poor planning 

- Failure to see the need 

- Strong feelings 

- Prejudices 



However, there are also some bridges ^rtiich we can use to avoid those 
barriers. Some of these bridges include: 

- Feedback 

- Timing in on the receiver 

- Empathy 

- Planning Communications 

- Developing Awareness 
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ROLES PEOPLE PLAY 

Their Effect on Group Productivity 



One of the opportunities for learning about groups in action is to 
watch for specific behavior indications ^vMch show the various 
functions or "roles" that group members perform. 

These "roles" that people perform can be categorized into: 

TASK FUNCTIONS 

Types of behavior relevant to the group's fulfillment of its task. 
MAIN'JENANCE FUNCTIONS 

5^es of behavior relevant to the group's remaining in good working 
order, having a good climate for task work and good relationships 
which permit maximum use of member resources, i.e., group maintenance. 

INDIVIDUAL OR SELF-ORIENTED FUNCTIONS 

Types of emotional behavior -v^dch are highly self -centered, in 
direct conflict with other members of the group and their needs. 
This behavior blocks group satisfaction and productivity. 

"•When a member says something, is he primarily trying to get the 
group task accomplished (TASK;, or is he trying to improve or patch 
up relationships among members (MAINTENANCE), or is he primarily 
meeting some personal need or goal — ^without regard for the group's 
problems ( SELF-ORIENTED)?" 

What kinds of categories can we identify? 

TASK FUNCTIONS 

1. Initiating or contributing ; Makes suggestions, proposes goals, 
new ideas or new ways of looking at a group problem; suggests 
a procedure for solving problems. 
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2. Information- or Opirdog-^seeking ; Asks for information and facts 
pertinent to the problem; seeks others* suggestions and ideas; 
solicits expression of values; asks for expression of feelings. 

3. Information- or Opinion-giving ; Offers facts and generali- 
zations (right or wrong) gleaned from authority or personal 
experience; gives suggestions and ideas; states vhat he believes 
about issues pertinent to group's actions. 

k. Clarif^ng ; Pulls ideas together or coordinates sub-groups; 
defines terms; clears up confusion; indicates alternatives 
and issues before the group; interprets; develops meanings 
and implications of suggestions. 

'5. Orienting and Evaluating ; Defines vhere the group is in 

relation to its goals. Siaimnarize^. what has occurred. Questions 
direction the group is going; tri'^s to establish an assessment 
of group progress toward its goals. Questions such things as 
logic, methods group is using, and the group operating policies. 

6. Recording ; Writes down suggestions, group decisions. Acts as 
the group memory. Performs routine tasks, etc. 

7. Consensus Taking ; Asking to see if the group is nearing a 
decision; offering a decision or conclusion for the group to 
consider, accept, or reject. 



MAIHTEaiANCE FUNCTIONS 

1. Encouraging ; Praises, agrees, and accepts the contribution of 
others. Shows warm interest toward group members; indicates by 
facial expression or remarks acceptance of others' contributions. 

2. Harmonizing ; Mediates differences between group members; gets 
people to explore differences. 

3. Compromising ; Changes his position by yielding status, admitting 
error, or self -discipline to maintain harmony in the interest of 
group cohesion or growth. 

km Gate Keeping ; Atten5)ts to keep commimication channels open. 
Urges participation of others; suggests procedures that permit 
sharing remarks. 

5. Tension reduction ; Appropriately inserts humor, calls for a 
coffee break, etc. 

6. Group observation ; Comments on aspects of group's progress; 
helps group evaluate its own procedures. 

ERIC 
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IMDIVIDUALLY ORIEIITBD FUUCTIONS 

(Disorganizing and destioxctive to group progress.) 

1. Aggressing ; Deflates (puts down) status of others. Actively 
disapproves of group values; Jokes aggressively. 

2. Blocking : Negativistic and stubbornly resistant, disagreeing 
and opposing beyond reason; brings up issues after group has 
rejected them. 

3o Recognition-seeking ; Works to call attention to himself; 
boasts; talks about personal achievements; grabs and holds 
onto the group's attention. 

km Self -confessing ! Uses group as an audience to express 
"feelings" and "insight" not relevant to the group. 

5« Acting as Playboy : Publicly displays lack of involvement in 
group's processes. May take the shape of cynicism, non- 
chalance, horse play, or "out of the room" behavior. 

6. Dominating ; Attempts to manipulate the group or individuals. 
This may take the fonn of flattery or other devices for 
attention. Resisting anyone in the group who represents 
authority, especially the leader. 

Im Help**seeking : Tries to get sympathy from group or individuals 
through expression of insecurity or confusion. 

8. Special interest pleading : Argues for the underdog, minority 
groups, in order to hide his own prejudices or biases. 

9« Withdrawal ; Tries to remove the sources of uncomfortable 
feelings by psychologically leaving the group; shows non- 
involvement or lack of interest in group, refusing to participate. 

10. Nit*-picking : Focxising on and magnif^ng insignificant details. 



The effect of the first two, task functioning and maintenance 
functioning, is to enhance or help group growth and productivity. 
The effect of the last, individually 03d.ented role, is to dis- 
organize, slow down, or destroy group productivily. 

In a group that is successful in achieving its goals or getting 
vork done, the members will be found to be performing both task 
and maintenance functions. 



A group that limits itself only to task functions will be high 
producing for short periods of time but will fall into a series of 
dilemmas which will reduce its effectiveness. 

The group which exercises only maintenance functions will be at 
first happy and country clubbish but will not work fast enough to 
be competitive. 

If for some reason a group exercises only individually oriented 
roles, it will take on a legalistic, negotiatory, and arbitrary 
character that can lead to unproductive chaos. 
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Session V 
WHAT DO WE MEAN BY A GROUP ? 



Industry, business, and government agencies are divided in complex 
ways. In government, we commonly find that the agency is divided 
into bureaus, division, branches, sections a:!ad units. What do these 
divisions mean? 

In one agency, a bureau may have a small handful of employees. In 
another agency, a bureau may have thousands of employees. Although 
people have attempted to set up standard names for the organizational 
breakdowns of government agencies, these attempts so far have produced 
no labels which have uniform meaning when measured by such factors 
as importance, number of employees, program emphasis, etc. 

Social scientists approach the problem from a different direction. 
They start with an employee as the building block of an organization; 
and then analyze how individuals become members of groups and how 
groups become parts of large organizations. 

Any of us can do the same thing. Let us look at a typical work 
unit. It is made up of a supervisor and seven employees* The first 
thing we notice is that the supervisor talks to and works with some 
people more than others. We also notice that some employees seem 
friendly toward each other, while they avoid other members of the 
group. The pattern looks like this: 





fringe members 






0 

0 "in" 0 
group 


0 




0 




0 







0 outsider 



Four of the people work closely together and often eat lunch together. 
Two others associate with one or two of the "in" group but not with 
all of them, and two seem to be outsiders. Few of the others talk 
to the outsiders. They tend to eat with persons in other work groups. 
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The four insiders and the two fringe members form a group in the 
unit which has eight persons assigned to it. 

Social scientists label groups as primary or secondary. Examples of 
primary groups are a family, a gang, a clan, or close friends. In an 
office, a primary group is made up of employees who: 

. share a common task or closely related tasks 

. feel that they have a common purpose 

• accept common values, share common beliefs, and hold common 
attitudes 

. see each other frequently 

. work harmoniously together although they may compete for 
status in the group 

Secondary groups differ from primary in that they are made of 
employees who: 

. have tasks which are less closely related or unrelated 
. see each other intermittently, if at all 
. send each other more written communications 

. tend to relationships which are cool, impersonal, and rational 

. tend to have greater variety in their values, beliefs, and 
attitudes 

Examples of secondary groups in offices and shops are divisions, 
bureaus, and agencies. 

Why are these distinctions important? Primary groups are important 
because they affect very much the attitudes, thinkings, or performance 
of the employees who are members of them. Thus, while it is difficult 
to define a primaiy group, there is no question of its importance to 
management. 

Primary groups have special characteristics with respect to: 

membership 
common goals 
standards 
common attitudes 
structure 

communication 'T ^\ y 



V«H3-3 



Membership ; Group membership usually involves much more than the mere 
listing of an individual's name among those of other group members. 
For the individual member of a primary group, membership involves 
recognition of his membership by others, including the emotional 
reactions (usually sympathy or lild.ng) accompanying that recognJ.tion, 
Membership includes his feeling that he is a part of the group, his 
pride in his group, and his knowledge that the group exists for some 
satisfying purpose. Membership prepares the individual to modify 
his behavior to fit in with his group's activities. In the typical 
work unit we previously considered, six men were primary group members, 
but two were excluded. Perhaps the most important fact of ■ membership 
is that it is the bond that holds groups together. Or more strictly 
speaking, it is the emotional evidence to members of that bond. The 
strength of the union (cohesion) of a group varies, directly with the 
strength of the interest which binds members. Group cohesion is 
stronger when the interest (attraction) is fundamental, such as 
desire for protection and support; it is weaker when the attraction 
is less important, such as interest in a hobby. Cohesion is weakened 
by mutually antagonistic beliefs, divergent personal convictions, 
or opposed values. 

Common goals ; Groups exist for a purpose. They may be formed in 
response to the members ' personal needs or to the demands of their 
tasks. In factories and offices, groups develop around specific 
vork assignments and the locations at which work is done. 

We must not forget, however, that such groups must also meet the 
personal needs of members, A work group must meet its members' 
economic needs; that is, it must help them earn money. It must also 
meet their other needs, such as need for recognition, acceptance, or 
accomplishment, Tf it does not meet these needs, the member never 
fully joins a group nor gives his best. 

The objectives of the group have important effects upon how the 
group functions, the composition of its membership, the degree of 
involvement of its members, the structure of member relationships, 
the development of norms, etc. 

Standards ; Each group establishes standards of conduct for its mem- 
bers. These standards are the group's expectations of its members. 
They are the understandings as to what the members ought to do in 
given situations, even though at times they may not be met. 

Two important considerations are involved. Standards apply to 
activities which the group holds to be important and they imply 
rightness and wrongness. The standards do not extend to behavior 
about which members are indifferent or only mildly concerned. 



Standards are freq.uently concerned with the way in which work is 
done. When eight people with eight different ways of doing a job 
work together for a period of time, a group way of doing the job 
usually emerges. This single group way may be one of the eight 
original methods or it may be a ixLnth new pattern of activity. 
Usually group members evolve a group method to which individual 
methods will be subordinated. An accepted way of doing things 
becomes a form of group control. For the individual member, this 
becomes a part of his accepted way of life and will determine to a 
large extent what he feels is ri^t or wrong. These group ways may 
not be the most efficient and sometimes may even get in the way of 
management approved methods. 

The group will support the group way. Those who depart from it 
will lose standing in the group, be excluded from social activities, 
or even be ridiculed. The member who does not conform is made to 
feel that he is different, that he is not a part of the group. 

Common attitudes ; People who have been working together for some 
time develop a point of view about the work they are doing and the 
goals they seek to attain. As they talk together and work together 
they come to share a common system of beliefs about many things, 
some of which may go beyond the immediate purpose of their group. 
We say they have developed group attitudes. 

When such an attitude has developed, group members react on this 
basis, favorably to some ideas and unfavorably to others. They 
tend to react positively or negatively as a group toward a new man, 
a modification in their work methods, or a change in their hours 
of work. 

Structure: Structure is the pattern of relationships among members 
in a given group. It arises from such things as: 

. roles 
. status 
. liking 

Each group normally has one or more leaders. Members who have 
leadership responsibilities have what the social scientists call 
"a leadership role." In government agencies and business organi- 
zations, management assigns certain individuals to the leadership 
role. Sometimes, however, the group will informally recognize 
another individual as a leader for certain of their activities. 
When a particularly difficult problem is encountered, a group member 
may approach a man who is known to have considerable skill in solving 
problems instead of talking to the supervisor. In other situations 
other roles can be found, such as that of "conciliator", "the idea 
man", and "the information source". 



V-H3-5 



As the group and management create these roles, its members Judge them 
as to their relative standing. That is to say, they assign status to 
roles. Status is the individual's position in relation to other group 
members. It is established by the individual's acceptance of another 
as being superior to, parallel vith, or subordinate to his standing. 

Status may be attached to a role or it may be attached to the individual. 
When management designates a position as the supervisory position, it 
is thereby giving status to the position. On the other hand, the 
person vith skill in solving problems in the example given above, is 
given his status by the group— not management; and the status is given 
to him — as an individual. 

Group structure is also influenced by the likes and dislikes of each 
member for his fellowg. Supervisors recognize this every day as they 
make work assignments. For example they may say, "Ray and Bob are 
both good men, but tboy just can't be put on the same Job together 
because they dislike each other so." 

Social scientists have found that low producers and high producers 
are seldom the best-liked individuals in the group. Those vho pro- 
duce yhat the group believes to be a good day's work are those who 
receive most liking from their fellows. 

There is a close relationship between these elements of roles, 
status, and liking. If an employee who has high status is assigned 
1^ the supervisor to a role of low status, he may still retain his 
status with the group. He may even raise the status of the role to 
which he is assigned. On the other hand, a person of low status who 
is assigned to a high ranking position may gain status through his 
appointment. Liking will affect these factors also. A person who 
is well liked may be assigned a higher status than one who is not 
liked, even thou^ both men are of the same rank. 

Communication^ ; Group members are frequently in touch with each other. 
They seek each other out to pass on items of importance to the group. 
They esqpress their feelings about members to each other. They comment 
on outsiders with whom they come in contact. They discuss plans for 
the future. They criticize their supearvisors. They talk about the 
work they are doing together. 

Communication is influenced by and influences other group character- 
istics. Obviously, a group, as we have defined it, does not come 
about, or exist, without communication. An individual can have no 
sense of membership unless others communicate their recognition pf 
him, and unless he can communicate his identification with them. 
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Group members arrive at their common goals through behavior and words 
that communicate their needs and desires to each other. Group members 
receive organizational goals by communications from their supervisor 
and from management. Group members set' their group standards and 
enforce them through communication. Standards, in fact, can have no 
existence unless they are communicated to the group members. Standards 
are modified or even rejected completely by member communications. 

All six of the characteristics of group behavior, then, are inter- 
linked. Any one element influences the other five at the same time 
that the other five elements are affecting the first. A change in 
membership composition can bring about a change in structure and in 
attitudes, with a consequent change in group standards. These changes 
may then result in a chfenge in the group's objectives. The elements 
are in reciprocal intei-action with each other. 
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AIDS FOR GIVING AND RECEIVING FEEDBACK 



Some of the most important data we can receive from others (or give 
to others) consists of feedback related to our behavior. Such feed- 
back can provide learning opportunities for each of us if we can use 
the reeujtions of others as a mirror for observing the consequences 
of our behavior. Such personal data feedback helps to make us more 
aware of what we do and how we do it, thus increasing our ability 
to modify and change our behavior and to become more effective in 
our interactions with others. 

To help us develop and use the techniques of feedback for personal 
growth, it is necessary to understand certain characteristics of the 
process. The following is a brief outline of some factors which may 
assist us in making better use of feedback, both as the giv^r and 
the receiver of feedback. This list is only a starting point. You 
may wish to add further items to it. 

!• Focus feedback on behavior rather than the person . It is important 
that we refer to what a person does^ rather than comment on what 
we imagine he is. This focus on behavior further implies that we 
use adverbs (which relate to actions) rather than adjectives 
(which relate to qualities) when referring to a persqn. Thus 
we might say a person "talked considerably in this meeting, " 
rather than this person "is a loudmouth." When we talk in terms 
of "personali-ty traits" it implies inherited constant qualities 
difficult, if not impossible, to change. Focusing on behavior 
implies that it is something reflated to a specific situation that 
might be changed. It is less threatening to a person to hear 
comments about his behavior than his "traits." 

2. Focus feedback on observations rather than inferences . Observations 
refer to what we can see or hear in the behavior of another person, 
while inferences refer to interpretations and conclusions which 
we make from what we see or hear. In a sense, inferences or 
conclusions about a person contaminate our observations, thus 
clouding the feedback for another person. When inferences or 
conclusions are shared, and it may be valuable to have this data, 
it is important that they be so identified. 



Focus feedback on description rather than jud^ent . The effort to 
describe represents a process for reporting what occurred, while 
judgment refers to an evaluation in terms of good or bad, right 
or wrong, nice or not nice. The Judgments arise out of a personal 
frame of reference or values, whereas description represents 
neutx 3l (as far as possible) reporting. 

Focus feedback on descriptions of behavior which are in terms of 
"more or less" rather than in terms of "either-or ". The "more or 
less" terminology implies a continuum on which exiy behavior may- 
fall; stressing quantity, which is objective and measurable, rather 
than quality, which is subjective and Judgmental. Thus, participa- 
tion of a person may fall on a continuum from low participation 
to high participation, rather than "good" or "bad" participation. 
Not to think in terms of "more or less" and the use of continua 
is to trap ourselves into thinking in categories, which may then 
represent serious distortions of reality. 

Focus feedback on behavior related to a specific situation , 
preferably to the "here and now", rather than to behavior in 
the abstract, placing it in the '^there and then ". What you and 
I do is always tied in some way to time and place, and we in- 
crease our understanding of behavior Ijy keeping it tied to time 
and place. Feedback is generally more meaningful if given as 
soon as appropriate after the observation or reactions occur, 
thus keeping it concrete and relatively free of distortions that 
come with the lapse of time. 

Focus feedback on the sharing of ideas and inf ormation rather 
than on giving advice . By sharing ideas and information we leave 
the person free to decide for himself, in the light of his own 
goals in a particular situation at a particular time, how to use 
the ideas and the information. When we give advice we tell him 
what to do with the information, and in that sense we take away 
his freedom to determine for himself what is for Mm the most 
appropriate course of action. 

Focus feedback on exploration of alternatives rather than answers 
or solutions . The more we can focus on a variety of procedures 
and means for the attainment of a particular goal, the less likely 
we are to accept prematurely a particular answer or solution— 
which may or may not fit our particular problem. Many of us go 
around with a collation of answers and solutions for which there 
are no problems. 

Focus feedback on the value it may have to the recipient not on 
the value or "release" that it provides the person giving the 
feedback. The feedback provided should serve the needs of the 
giver. 'Help and feedback need to be given and heard as an offer, 
not an imposition. 



9. Focus feedback on the amount of Information that the person 
receiving it can use^ rather than on the amount that you have 
vhich you might like to give * To overload a person vith feed- 
back is to reduce the possibility that he may use what he 
receives effectively. When we give more than can be used we 
may be satisfying some need for ourselves rather than helping 
the other person. 

10. Focus feedback on time and place so that personal data can be 
shared at appropriate times . Because the reception and use of 
personal feedback involves many possible emotional reactions, 
it is important to be sensitive to when it is appropriate to 
provide feedback. Excellent feedback presented at an inappro- 
priate time may do more harm than good. 

11. Focus feedback on what is said rather than vhy it is said . Olie 
aspects of feedback which relate to the whatj how, when , where of 
what is said are observable characteristics. The why of what is 
said takes us from the observable to the inferred, and brings up 
questions of "motive" or intent". 

It is maybe helpful to think of 'Vhy" in terms of a specifiable 
goal or goals — ^which can then be considered in terms of time, 
place, procedures, probabilities of attainment, etc. To make 
assumptions about the motives of the person giving feedback may 
prevent us from hearing or cause us to distort what is said. 
In short, if I question *Vhy" a person gives me feedback I may 
not hear what he says. 

In short, the giving (and receiving) of feedback reqtiires courage, 
skill, understanding, and respect for self and others. 



George F. J. Lehner, Ph.D. 

Professor of Psychology 

University of California, Los Angel 
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Session VI 
POLICE BEAT 
General Instructions for the Precinct Group 

You are police officers in a community of 200,000 inhabitants which is 
comprised of a wide variety of social, ethnic, and economic groups. Each 
of you works an assigned beat and takes pride in having the support and 
trust of your "neighborhoods". You therefore have possessive feelings 
about your beats and their people. However, you all like the upper middle- 
class flavor of the adjoining community with its low crime rate and beau- 
tiful surroundings. 

The following includes facts about the beats and the police officers 
which report to Tony A. Bambini, the Precinct Captain: 

Beat #1: Blue Collar, 
Conservative, tough -- 
some crime 

Beat #2: Run-down, near 
heavy industry, lower-class, 
minority — high crime 

Beat #3: City Center, 
business, skid row -- medium 
crime 

Beat #4: College canpus area, 
high social/political con- 
scence, volatile — drug .>Me. 

Beat #5: Entertainment; 
strj-p, vice, violence — high 
crime 

Most of you have motorized beats, but Osmond and Ricky have walking beats. 

In acting your part in role-playing, accept the facts as given and assume 
the attitude supplied in your specific role. From this point on, let your 
feelings develop in accordance with the events that take place in the role- 
playing process. * Wlien facts or events arise which are not covered by the 
roles, make up things which are consistent with the way it might be in a 
real-life situation. 



WILMA GUMP 17 yrs. with the force 




JOHN LEE HUNT 11 yrs. with the force 



OSMOND FU 10 yrs with the force 



RICKY RICARDO 5 yrs with the force 



ROXANNE BLACK 3 yrs with the force 
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Session VI 
POLICE BEAT 

Instructions for Tony A, Bambini, Precinct Captain 

You are the Precinct Captain for a small group of officers, each with 
his or her own assigned police beats within the community. Every so 
often, police headquarters suggests a redistribution of beats, and you 
have the problem of deciding who gets which beat. Often there are hard 
feelings because each officer seems to feel that he or she deserves the 
plush beats. As a result, you have a tough time being fair. In fact, 
it usually turns out that most of the officers consider your decision 
wrong. 

You now have to face a similar problem. The coming year will be a test 
period for a joint precinct with the neighboring upper middle-class com- 
munity. That community has released a beat for distribution in your 
precinct. It*8 a plush, upper-middle class residential area with a low 
crime rate. It will include a car. The release requires a beat trade- 
off from your precinct. 

Here are some facts about the situation: 

WILMA GUMP 17 years with the force Beat #1: Blue Collar, 

con s er vat i ve , tough — 
some crime 



JOHN LEE HUNT 11 years with the force Beat #2: Run-down, near 

heavy industry, lower-class 
minority — high crime 



OSMOND FU 10 years with the force Beat #3: City Center, 

business ) skid row — med- 
ium crime 



RICKY RICARDO 



5 years with the force 



Beat #4: College campus 
area, high social/political 
conscious, volatile — drug 
use 



ROXANNE BLACK 



3 years with the force 



Beat #5: Entertainment 
strip, vice, violence ~ 
high crime 



All the officers have cars except Osmond and Ricky who have walking beats. 

In order to handle this problem, you have decided to put the decision up 
to the officers themselves. You will tell them about the new beat and ask 
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them to search out the fairest way to distribute it. Don't take a posi- 
tion youself because you want to do what the officers think is most fair. 

Special Note ; 

In acting your part, be true to the facts as given. When events arise 
which are not covered by the role, make up things which are consistent 
with the way it might be in a real-life situation. 
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POLICE BEAT 
Special Instructions for Wilma Gump 

When a plush new beat becomes available, you think you should get it 
because you have the most seniority. You haven't had your present 
territory that long but you*re rather tired of it. And 'of course, 
you expect a motorized beat. 

Special Note ; 

In acting your part, be true to the facts as given. When events arise 
which are not covered by the role, make up things which are consistent 
with the way it might be in a real-life situation. 
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POLICE BEAT 
Special Instructions for John Lee Hutlt 

You feel you deserve a plush new beat. YouWe been on your present beat 
longer than anyone, and since the senior officer has a fairly new beat, 
you should get the next one. You have done an excellent job in a very 
difficult and oftentimes dangerous area. A person deserves to be reward- 
ed if he or she demonstrates as much commitment to the people within the 
beat as he had. 

Special Note ; 

In acting your part, be true to the facts as given. When events arise 
which are not covered by the role, make up things which are consistent 
with the way it might be in a real-life situation. 
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POLICE BEAT 
Special Instructions for Osmond Fu 

You have to walk your beat because of traffic congestion in the city 
center area. YouWe been on the beat for a fairly long time. You 
feel that you should have a plush new one because of this length of 
time and also because you do so much walking* You deserve a plush, 
motorized beat* 

Special Note ; 

In acting your part, be true to the facts as given* When events arise 
which are not covered by the role, make up things which are consistent 
with the way it might be in a real-life situation* 
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POLICE BEAT 
Special Instructions for Ricky Ricardo 

The protection on your present beat is inadequate — it's been a walking 
beat ever since Roxanne took your car for^ the entertainment strip. Since 
the high occurence rate of campus riots and drug busts of a couple years 
ago, trust of a police officer is at a low level. The campus beat leaves 
you open for considerable insults and you attribute your migraine head- 
aches to this. As long as you have a quiet, comfortable territory, you 
don't care where it is. 

Special Note : 

In acting your part, be true to the facts as given. When events arise 
which are not covered by the role, make up things which are consistent 
with the way it might be in a real- life situation. 
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POLICE BEAT 
Special Instructions for Roxanne Black 

You have the worst beat in the community. Before you got it, it had . 
been heavily infiltrated by the Mafia. The beat has never been bear- 
able but ypu've put up with it for three years — even though attempts 
on your life have been made several times. It's about time you got a 
plush, comfortable territory and you feel the next one should be yours. 

You have a good arrest and conviction record. The only arrest problem 
you've had was difficulty of pursuit when you didn't have a car. But 
the reassignment of Ricky's car to you solved that. 

Special Note ; 

In acting your part, be true to the facts as given. When events arise 
which are not covered by the role, make up things which are consistent 
with the way it might be in a real-life situation. 
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THE EQUAL EMPLOYMENT OPPORTUNITY PROGRAM 
IN THE FEDERAL GOVERNMENT 
(A CAPSULE HISTORY) 

Article VI of the Consititution prohibits religious 
discrimination against anyone filling a position of 
public trust. 

The Civil Service Act of 1883 substituted merit 
for politics and other non-merit factors as the 
measure for Federal employment* 



THE IDEAL OF EQUAL EMPLOY- 
MENT OPPORTUNITY HAS AL- 
WAYS BEEN WITH US. 



In 1939, the Hatch Act prohibited discrimination 
on account of race, creed, or color against any- 
one getting public funds for work relief or other 
relief* 



President Roosevelt issued Executive Order 8587 
in November 1940 which amended the Civil Service 
Rules and established an official policy pro- 
hibiting racial discrimination in Federal service. 



This Order was followed closely by the Ramspeck Act 
barring discrimination in Federal service based 
on race, creed, or color. 



Later Executive orders issued over a period of 
15 years set up various Boards and Committees to 
implement this Federal policy. 



Federal agencies were told not so much what they 
should or must do, but rather what they should not 
do. 



In 1955, President Eisenhower *8 Executive Order 
10590 proclaimed, "it is the policy of the United 
States Government that equal opportunity be afford- 
ed all qualified persons, consistent with law, for 
employment in the Federal government." 



EACH PRESIDENT BEGINNING 
WITH PRESIDENT ROOSEVELT 
ISSUED EXECUTIVE ORDERS 
AIMED AT ELIMINATING DIS- 
CRIMINATION IN FEDERAL 
EMPLOYMENT. 

POLICY EMPHASIS WAS ON NON- 
DISCRIMINATION. 



TRANSITION FROM A PASSIVE TO 
A POSITIVE PROGRAM WAS A 
GRADUAL ONE. 

"EQUAL OPPORTUNITY" SURFACED 



In 1961, President Kennedy issued Executive Order 
10925 reaffirming the policy prohibiting discrimi- 
nation because of race, color, religion, or nat- 
ional origin, and requiring affirmative action to 
achieve equal opportunity for Federal employees. 
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PROGRAM EMPHASIS STARTED 
CHANGING TOWARD "AFFIRMA- 
TIVE ACTION." 



In 1962 the Attorney General, upon the request of 
President Kennedy, reviewed the 1870 law concern- 
ing discrimination in pay for women, and declared 
its former interpretation which authorized depart- 
ments to discriminate in the employment of women 
as unjustified and invalid. 



The Civil Service Commission issued regulations 
prohibiting sex discrimination in Federal per- 
sonnel practices. 



President Johnson issued 2 Executive Orders 
generally extending the affirmative action pro- 
gram: 

- E*0. 11246, in 1965, placed responsibility 
for Government-wide guidance and leadership 
under the Civil Service Commission; 

- E.O. 11375, in 1967, prohibited discrimi- 
nation based on sex. 



EEO GOT INTO THE MAINSTREAM 
OF FEDERAL PERSONNEL ADMIN- 
ISTRATION. 



In Mairch 1969, President Nixon directed the Civil 
Service Commission to study the Federal EEO pro- 
gram and to recommend improvements. 



Acting on the recommendations of this study. 
President Nixon issued Executive Order 11478 in 
August 1969 which made the following significant 
changes : 

1. It made clear that equal employment 
opportunity applies to and must be an 
integral part of every aspect of per- 
sonnel policy and practice; 



TOTAL INTEGRATION OF PER- 
SONNEL MANAGEMENT AND EQUAL 
EMPLOYMENT OPPORTUNITY., 



2. It emphasized upward mobility; 
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3. It spelled out specifically the steps 
which constitute "affirmative action"; 

4. It distinguished between equal oppor- 
tunity efforts for all persons and 
Federal manpower training programs to 
employ and assist the disadvantaged. 



Latest and strongest of all the authorities is 
the EEO Act of 1972. In March 1972, President 
Nixon signed P.L. 92-261, which for the first 
time, brings Federal agencies and employees 
under the law behind the enforcement of the 
EEO Program. Responsibility for enforcement 
of EEO rests within the Civil Service Commis- 
sion. 



Additionally, Public Law 93-259 extends coverage 
of the Age Discrimination in Employment Act of 
1967 to include Federal, State, and local gov- 
ernments • 



SPECIFICATION OF THE STEPS 
WHICH CONSTITUTE "AFFIRMATIVE 
ACTION." 



EQUAL EMPLOYMENT OPPORTUNITY 
IN FEDERAL SERVICE IS REQUIRED 
BY LAW. 



ERIC 
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ELEMENTS OF AN AFFIRMATIVE ACTION 
PROGRAM FOR EQUAL EMPLOYMENT OPPORTUNITY 

Outlined below are the elements which comprise a comprehensive program 
of equal employment opportunity. These elements are based on the 
specific requirements of Executive Order 11478 and the Equal Employment 
Opportunity Act of 1972 (P.L. 92-261), and are elaborated on in 
Commission instructions to agencies on the development and submission 
of equal employment opportunity plans. 

1. Organization and resources to effectively administer a 

positive EEO program including processing of discrimination 
complaints and EEO counseling. 

2m Recruitment activities designed to reach and attract job 
candidates from all sources. 

3. Full utilization of the present skills of employees. 

4. Submitting plans for training and education to support 
upward mobility for lower level employees. 

5. Training , advice , incentives, and performance evaluation 
to assure program understanding and support by supervisors 
and managers. 

6. Participation in community efforts to improve conditions 
which affect employability in the Federal Government. 

7. System for internal program evaluation and periodic progress 
reports to agency directors and to the Civil Service 
Commission. 

8. Appendix — Programs and activities for participation in 
employment and training programs for the economically or 
educationally disadvantaged and the Worker-Trainee Oppor- ' 
tunities Program. 
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These areas are essential elements for equal employment opportunity 
programs in all agencies. In addition, affirmative action from the 
Civil Service Commission's EEO program manajgement standpoint includes 
a continuing review of all employment procedures, tests and other 
selection devices, etc., to assure they are job-related and to elim- 
inate any artificial or unnecessary barriers to the employment and 
advancement of members of any groups, and to promote equal opportunity 
for all persons to compete on the basis of merit. 

The Commission monitors agency implementation of the full range of 
affirmative action activities, and assures compliance with equal 
employment opportunity law and regulation through review of agency 
Affirmative Action plans, on-site evaluation of agency programs, and 
analysis of statistical data on the employment of minorities and 
women. 
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EEO RESPONSIBILITIES FOR LOWER-MIDDLE MANAGERS 

AND 

FIRST LINE SUPERVISORS 



(This is a starter; it needs your additions.) 

A. Personal Participation in EEO Program Leadership and Administration 

!• Have I analyzed the composition of my work force by race, color, 
sex, grade, length of time in grade, etc. 

If so, how does it compare with the established goals and time- 
tables of our Affirmative Action Plan? 

2. Am I thoroughly familiar with my agency (or bureau, installation, 
region, unit, etc.) Affirmative Action Plan? 

3« Do I thoroughly understand how EEO discrimination complaints are 
processed? 

Can I explain the stages of the process and the officials and 
employees involved at each stage? 

Have I made sure that all employees know about their rights 
and the procedures for EEO counseling and complaints of 
di scr iminat ion ? 

Do they know how to contact an EEO Counselor? 

Have I shown clearly my willingness to work with employees and 
with the EEO Counselor to resolve allegations of discrimination? 

What have I done to make my employees feel that they may pursue 
a complaint under EEO Regulations without fear of reprisal from 
me or others, for having exercised their rights? 

4. Have I informed my superior of my needs in implementing affirmative 
action steps to achieve equal employment opportunity goals? 

5. Do I keep myself well-and currently-informed and do I keep all 
my employees so informed about equal opportunity implications, 
like upward mobility efforts, training opportunities, vacancy 
announcements, detail opportunities. Affirmative Action Plans, 
etc. 



ERIC 
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6. Do I know our EEO Staff? (DEEO, EEO, Federal Women* s Program 
Coordinator, Spanish-Speaking Program Coordinator, Official 
designated for Upward Mobility Program, EEO Counselors, etc.) 

Do I have good working relations with them? 

Which of my actions can I coordinate with them? Have I done so? 

7. Do I continuously seek ways of integrating EEO policies and 
practices into my responsibilities and daily tasks? 

Selection and Promotion 

1. Kow do people find out about vacancies in my unit? 

If by word of mouth, how likely is it that minorities and women 
will find out about these vacancies? 

If by recruiters, are recruiters both male and female representa- 
tives of racial composition of area? Do they go to schools of 
predominantly minority and female population, as well as to 
schools attended primarily by male and/or majority students? 

If through advertising, are the media seen or heard by all the 
segment of the community? 

2. If your unit has an unbalanced workforce, both in terms of race 
and sex representation and in number and grade-level, do you 
identify this as a problem and assist the personnel office in 
locating qualified minorities and women for vacancies? 

3- During selection interviews, do you evaluate applicants objectively 
or do you tend to require some "overqualif ication" for members of 
particular groups? 

Treatment of Minority Groups and Female Employees 

1. Are you aware of how our society has stereotyped particular groups? 
Do you consider each of your employees as an individual rather than 
a stereotype? 

2. Have you participated in self-development activities which would 
enrich your understanding of cultural differences? 

Do you understand the possible adjustment problems of minorities 
and women to employment in the Federal government? 
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3. Do you give those employees who are new to the world of work some 
special help in learning the basic rules and habits of work? 

Do you enlist other employees* assistance in making newcomers 
feel that they are a needed and contributing part of the 
organization? 

4. Do you try to avoid and eliminate personal practices and mannerisms 
which may offend minorities and women? 

Upward Mobility and Training 

1. Do you continuously try to identify employees with skills and 
abilities which are not being utilized in their job? 

2. Do you encourage employees with potential to compete for advance- 
ment? Do you counsel them on this? 

3. Have you provided training opportunities to minorities and women, 
as well as other employees? 

4. Have you contributed to developing and implementing an Upward 
Mobility Program? If so, how? 

Recognition 

1. Have you appropriately and positively recognized the work of 
minorities and women, both informally and formally? 

2. Have you helped all your employees, including minorities and 
women, learn what they must know or do to qualify for and succeed 
in getting a promotion? 

Discipline 

1. Have you made sure that all the members of your workforce know 
and understand the rules affecting employee conduct? 

2. Do you regularly review your own work and conduct rules for 
employees to make sure that they do not unreasonably burden 
members of a particular group? 

3. Do you apply equal penalties for equal offenses? 



on a 
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QDESTEONS ABOUT A GROUP FOR A SUPERVISOR 

1. Membership 

- Hc«r quickly djoes the group make a new employee feel welcome? 

- Who belongs to the "in-group" and who is on the fWLnges or on 
the outside of this in-group? 

- How well do the employees work together as a group? 

- To -what extent will th^ share each otherb task assignments? 

- How do th^ rate their unit in comparison with other units? 

2, Goals 

- To what extent does the groxip accept management's goals for 
their performance? 

- How clear are task goals to your employees? 

- Do the eniployees feel coimnitted to management goals? 

- What other goals does the group have? 

- How realistic and how attainable are the groxip's goals? 
3« Attitudes 

- What is the social climate (warm, friendly, informal; or cold, 
tense, formal, restrained)? 

- What happens when one employee disagrees with another? 

- To what extent do the en^plpyees feel that they have similar 
interests and likings? 

- To what extent do they think that others in the unit are 
skillful and laaowledgeable? 

- To what extent are th^y tactful in dealing with each other? 
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Standards 

- What code governs this group's behavior? 

- What happens ^en one or more employees deviate from this code? 

- How do new employees learn ahout these group standards? 

- How well are the standards understood hy all errrployees in the 
group? 

- Which of the group's standards help and which hinder the per- 
formance of their assigned work? 

- Who, within the group, evaluates the work of the group, and how? 
Structure 

- Which members support one another? 

- Which employees are repeatedly at odds with each other? 

- Who is the natural leader of this group? 

- What other roles can you identify in your group? 

- Who are the followers and whcxa do th^ f oGLLow? 

- How well does the group meet the demands of the tasks they 
mtist do? 

- Who makes decisions for the group and how? 

- Who coordinates the activities of group members, and how? 
Communications 

- How well do group members understand each other? 

- What examples can you recall of misunderstandings? 
« What happens when there are misunderstandings? 

- To what extent does one member discuss his tasks with another? 

- How imich communication is face-to-face? How much in writing? 
Why? 
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DISCUSSION QUESTIONS 
FOR 
GAME OF LIES 

1. Who was the "leader" in your subgroup and what did he (she) do 
to mark him (her) the leader and did leadership shift among the 
subgroup manbers? How? 



2. Was there any frustration or conflict as a result of a particular 
leadership s-tyle used? Explain, 



3. As your subgroup became more cohesive, were your attitudes toward 
other subgroups changing? How? 



k. As the game continued, what relationship emerged between your 
subgroup and your "representative"? Why? 



5, What did your subgroup think "You" meant? Why? 



6, What does this exercise say to you about cooperation and 
conrpetiveness in general back on the Job? 



7, What influence does a supervisor have in fostering cooperation 
and trust within and among gro\ips? 
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DIRECOIIONS FOR "HELIPORT" OBSERVERS 



1. 2h Hour Game ; 

Each team is provided with identical boxes of Heliport buildiiSB 
"blocks". The assignment is to build an attractive Heliport/ 
office building vithin the allotted time frame. 

Each group is to work as a group . The initial half -hour will be 
devoted to organizing their group-- in whatever way th^ wish, 
making Job assignments, and planning. They should attempt to 
adhere to their organization, etc. throughout the game. 

No construction can xeke place during the half -hour planning phase. 
It can only begin after a copy of the organization has been turned 
over to one of the group's observers. 

Your Job is to observe the behaviors exhibited during this entire 

2^ hour session. Be specific as to what happened, who acted, and what 

the response was on the parts of others. 

The following are some areas to watch for, but record any other 
behavior that intrigues you. 

Motivation: 

- Enriched Jobs or boxed in? 

- Motivated but notivation squelched rather than exploited? ,(i.e. . 

most participants are motivated to build) 

- Social/ego n^eds met or ignored? What happens to these individuals? 

Communication; 

- See any patterns? (more readily apparent if diagram the communication 

patterns) ^ 

- Any Active Listening for clarification? ^ 

0 
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Leadership: 

- TeU, Sell, Consult, Join styles 

- Did leadership rotate? 

- Different styles appropriate in different situations? 

- Anyone acting as "Completer-of -Group-Action"? 

Group Decision-Making: 

- Commitment? 

- Quality? 

- Appropriateness? 

Maintenance/Task/lndividuai:iy -oriented Roles : 

- Who played what, when, idiy? 

- Effectiveness of roles played 

- Which roles predominated 

Group Characteristics: 



- Any standards developed? 

- Eveiyone have full emotional membership within group? 

- Goals other than "build a Helii^rt" 

Other Group Concerns: 

- See any "Group think" factors? 

- Collaboration or competition? 

1 Hour (or more) Feed back/Piscussion Session 

Observers lead discussions with their respective groups. Try to «et 
a two-way session going, a constant glve-Sd-take^Sein yoS as 

ll'l^'lZ'^: S^^tT^^-- '^^^ inpuTaSrre^tion 

l^SdSTLrVr^^nSS". «^«^- ^ 



UNITEID STATES CLTLL SERVICE COMMISSION 
SUEERVISION AND GROUP HSRPORMANCE 

Twe 

Session IX 
HELIPORT--GENERAL INSTRUCTIOIIS 



OBJECTIVE: Design and construct a Heliport Office Building 

five stories tall that you would be proud to 
have in your conmunity, 

raSTRUCTEONS: ' 1. Organize your group in any vay that will 

contribute most to your end objective. 

2, Record your group organization on paper 
(chart or narrative with each person 
accounted for) and give it to your 
observer before you begin work on your 
construction. 

3« Follow your organization structure as 
closely as possible. 

Your project must be completed by 



5» Try to keep as much information as 
possible from your ccxnpetitors 
concerning your organization and 
project. 
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HELIPORT - IHTERRUPnON SHEET 

Your president (officially or unofficially designated leader) has 
suffered a serious heart attack* He. will be hospitalized indefinitely. 



A labor dispute has stopped construction. Take a 15 minute break. 



Ten percent of a certain line of your construction materials must be 
returned to the manufacturer because of defects. (Set aside 8 square 
frames as unusable.) 



Due to a reduction in force, you lose two of your construction 
people (the ^'work" force) immediately. 



Because of a cut -back in funds, your organization must share this 
building with two other organizations. The building specifications 
now require that it be seven stories tall. 



Due to increased political pressures and other unpredicted problems, 
this building must now be completed \yy instead of 



Your president has fully recovered. He may return to your organization. 
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Session IX 
A SUPERVISOR'S SITUATION 



A. Controls of organization 

. Budget officers 

• Comptrollers 

• Accountants 

. Supply officers 
. Personnel officers 
. Industrial engineers 
, Attorneys 



Supervisor 

Intelligence 
Expeidence 
Physical capacity 
Emotional balance 
Motivation and values 
Relations vith others 



B. Line management 

• His boss 

• His boss's boss 

. Peers of his boss 

• Peers of his boss's boss 
, Other supervisors 

• Employees of other units 



C. Other groups 

• Union stewards^ etc. 
. Clients of agency 

• Suppliers 
. Emplc^ees of other agencies 
. Legislative officials and 

Employees 
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MAMAGEMEIHT AND SUBORHEIIATE RATINGS OF SUPERVISORS 

Although the subordinates and boss of a supervisor may differ in 
MfhBit they expect from a supervisor, studies shov that the two often 
agree on "wiio is a conipetent supervisor. 

Research Flqyd Cm Mann and James Dent showed that both management 
and employees rate high a supervisor who knows what is going on in 
his work group and who accurately appraises their attitudes and 
feelings. Employees want a supervisor vho will stand up for them to 
management on matters affecting their work methods, pay and vorking 
conditions. Interestingly, supervisors vkio were rated high on this 
by their employees were also rated by management as promotable. On 
the other hand, supervisors vho were rated by their subordinates as 
excessively oriented to management-determined production goals were 
unlikely to be rated by management as promotable. 

Research by Donald Pelz showed that enrployees rated high those 
supervisors whom they thought to have influence with management. The 
more he uses his influence with management to help achieve group goals, 
the higher employees rate a supervisor. On the other hand, the greater 
his influence with management, the more secure a supejrvisor felt, and 
the less he brought direct pressure on his subordinates to produce. 
As we have seen before, vhen controls are less visible, eii5)loyees 
tend to like the supervisor more. Pelz's findings about supervisors, 
then, show a correlation between acceptance l(y management and liking 
by employees. 

John M. Pfiffner in his research and studies concluded that supervisors 
in more effective work groups are both closer to their employees and 
to management. That is to say, he has the confidence of both manage- 
ment and his work group. Note that Pfiffiier says confidence, for a 
supervisor who has the confidence of management may be critical of 
certain management policies to the evident satisfaction of his 
subordinates. 

What can we conclude? We can conclude that a supervisor needs to 
understand the goals of both his agency and his subordinates. He must 
establish himself as both a member of his working group and a member 
of management. If he can do this, he will increase his chances of 
being accepted by both his subordinates and his bosses. 
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THE MERIT PRINCIPLES AND RELATED LEGISLATION 

MERIT PRINCIPLE Recruiting, selecting and advancing employees 

on the basis of their relative ability, knowledge, and skills, in- 
cluding open consideration of qualified applicants for initial ap*> 
pointment • 

The Civil Service Act of 1883 > 

a. Provided for open, competitive examinations for testing the 
fitness of applicants for public service. 

b. Required examinations to be practical in character and related 
to matters which fairly test the relative capacity and fitness 
of applicants for the job. 

MERIT PRINCIPLE #2\ Providing equitable and adequate compensation. 
The Classification Acts of 1923 and 1949 . 

a. Established the principle of equal pay for substantially 
equally work. 

b. Variations in pay rates are in proportion to sxibstantial dif- 
ferences in the difficulty, responsibility, and qualification 
requirements of the work performed. 

The Salary Reform Act of 1962 . 

a. Established the policy of pay comparability with industry. 

b. Provided within-grade increases for high-quality performance. 

c. Made it possible to raise the entire salary range of a grade 
in occupations where recruitment is hampered by higher private 
sector salaries. 

ImERIT PRINCIPLE #3\ Training en?)loyees, as needed, to assure high 
quality performance. 

The Government Employees Training Act of 1958 . 

a. It is necessary and desirable in the public interest that 
self-education and self -development of employees be supple- 
mented and extended by Government- sponsored programs forJJ^ l^Q 
training. 



ERIC 
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b. The purpose of this training is to provide management with employees 
who have the skills, knowledges, and abilities needed to perform 
official duties. ^ 

The Eq ual Employment Opportunity Act of 1972 . 

a. The Act requires that EEO affirmative action plans include programs 
of training and education designed to provide maximum opportunity 
for employees to advance and perform at their highest potential. 

b. Note, however, that the training must mefet demonstrated management 
needs for trained manpower and be utilized by the agency. (See 

T ''?r'?07,'?"''' ""P""' ^^^^^^y Level^EmpLyees!" 
June 28, 1974; • 

4. \imiT mNCTPLK Retaining employees on the basis of the adequacy 

of their performance, correcting inadequate performance, and separat- 
ing employees whose inadequate performance cannot be corrected. 

The Lloyd-LaFollette Act of 1912 . 

a. Persons can be removed or suspended without pay for such cause as 
would promote the efficiency of the service (for example, inadequate 
perfoiraance) . t- > h i-c 

b. Such actions cannot be taken for personal, political, or other non- 
merit reasons. 

The Performance Rating Act of 1950 . 

a. Provides that proper performance requirements be made knovm to 
employees. 

b. Requires work performance be fairly appraised in relation to such 
requirements. 

5. fRTWr.TPT,F. ^ Assuring fair treatment of applicants and employ- 

Mr ° P"«°^^«l administration without regard to poli- 

Tr-ltl ll^ .tl ' °^igin, sex, or religious 

creed and with proper regard for their privacy and constitutional 
rignts as citizens. 

The Equa l Employment Opportunity Act of 1972 . 

a. All Personnel actions must be free from discrimination on the 
tasis of race, color, religion, sex, or national origin. 

^* !n?icf^^! total involvement of EEO in every aspect of personnel 

nf ? r.,^? selection, placement, training and advance- 

ment of Federal civilian employees. 

c. States active affirmative action, not passive non- discrimination ' ^ 
is required to reach EEO objectives. For example, recruitment 
outreach programs, upward mobility, and the full use of the skills 
v . of all employees. 
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d. NOTE, The Fair Labor Standards Act, amended in 1974, prohibits 
age discrimination in Federal employment, 

MERIT PRINCIPLE #6\ Assuring that employees are protected against 
coercion for partisan political purposes and are prohibited from 
using their official authority for the purpose of interfering with 
or affecting the result of an election or a nomination for office. 

The Civil Service Act of 1883 . 

a. No Federal employee has any right to use official authority or 
influence t6 coerce the political action of any person or of 
any body. 

b. No public servant is under any obligation to contribute to any 
political fund, or to render any political service, nor would 
be removed or otherwise penalized for refusing to do so. 

The Hatch Act of 1939 . 

a. This act, as it now stands, lays down the ground rules as to 
which forms of political activity are restricted or permitted 
federal employees. 

b. Examples of Prohibited Activity. OPTIONAL AS TO DEPTH 

(1) Organizing a political club. 

(2) Soliciting/handling funds for a partisan political purpose. 

(3) Becoming a partisan candidate for, or campaigning for, an 
elective political office. 

(4) Soliciting votes in support of, or in opposition to, a par- 
tisan political candidate. 

(5) Driving voters to the polls on behalf of a political party. 

(6) Serving as a delegate to a political convention. 

c. Examples of Permissible Activities. OPTIONAL AS TO DEPTH 

(1) Register and vote. 

(2) Express political opinions as individuals privately and 
publicly. 

(3) Display pictures, stickers, badges, or buttons. 

(4) Participate in non-partisan civic, community, social pro- 
fessional, or labor activities. 

(5) Retain membership in a political party. 

(6) Attend a political convention or rally. 

(7) Sign a political petition as an individual. 

(8) Make a financial contribution to a political organization. 

d. Recent Legislation: Campaign Reform Act of 1974. 

(1) This act, and other studies now underway, may have some 
impact on existing rules. 

(2) While this applies mainly to state and local government,^ 
it has strong implications for the federal governments 
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THE CASE OF JOHN TIMONIUM 
The Situation 



John Timonium, supervisor of a section, looked at his latest weekly 
work report with dismay. His group had slipped again. Five weeks 
8igo his claims examiners were reviewing a total of 210 cases a 
day. Then production dropped — 206, 202, 201, 
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THE CASE OF JOHN TIMONIUM 
Duties of Examiners 



Duties of Mr, Timonium's examiners : Receive complaints from suppliers 
about slow payment or failure to receive payment; investigate facts 
(through phone calls or sending of memos), draft replies to suppliers. 
Receive ftom warehouse complaints about defective, damaged, or wrong 
merchandise received or improper billing of amount due on correct 
merchandise received; review claims; prepare correspondence to pre- 
sent claims to suppliers; follow up until notice of proper action 
by supplier is received. Most information for their correspondence 
comes from the fiscal section, purchasing section, supply receipts 
section, and warehouse. 
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THE CASE OF JOHN TIMONHK 
Individual Reports 



He looked at the 

Man A 
B 
C 
D 
E 

Totals 



Even the daily average was declining now. 



These people had been working together as a team for a year and, in 
the past, production had heen very steady. The decline was not yet 
serious, but if the trend continued he would be in difficully with 
hla boss* 



individual reports for the past week. 
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JOHN TIMONIUM'S CONFERENCE A TRANSCRIPT 



1# John: Fellows, I have just come from a conference with my boss. 

He is quite concerned about what he calls the loose practices 
we have had in authorizing signatures on correspondence. 
He assigned the problem to our methods analyst who reported 
today on a proposal • 

To s\m it up briefly, the methods analyst proposes that 
fill correspondence to our suppliers be signed by my boss, 

2# Employee A: We can't sign letters any more? 

3# John: You are asking if the methods analyst's proposal was 
adopted, I suppose. With one change, it was. Let me 
run through the proposal and then let me have your 
questions. 

The proposal to have all correspondence signed by my boss 
was fought over. The boss decided that he would sign all 
letters which disallow payments and that I would sign 
other letters to suppliers. 

Memos to fiscal section on disallowances must now be 
signed by me. 

You may phone any of our suppliers when this is justified 
by the urgency of an order. However, the boss wants us 
to avoid running up telephone bills on long distance. You 
can, of course, continue to phone any of our shops. 

Well, that's it, I hope I have covered it adequately. 
The boss thinks that this will pinpoint responsibility 
in our division, I know that it puts my neck on a line 
if something goes wrong. However, I want to assure you 
that I will continue to depend on each of you as I have 
in the past. Of course, if we got a new worker, I would 
have to be careful of his letters until he was trained. 



h. Employee B: Can we sign memoranda to the varehouse and other 
sections? 

5. John: Not memos to fiscal. Others asking for information, yes. 

6. Employee C: If we need information in a hurry fi-om a supplier, 

we can phone, V\xt we cannot write. 

7. John: You can write for any signature. Phone, yes. The boss 

will be watching to see that phone costs do not go up. 
Any other questions? (Pause) 

... Well, I guess I anticipated your questions, OK. 

8. Employee A: Wait a minute, John. What did we do wrong. I 

have a feeling that we must have made some mistakes in 
past correspondence. 

9* John: Of course, we make mistakes, but the boss was not critical. 

The methods analyst was only proposing a system to reduce 
' the chances of error. 

10. Employee C: None of my letters ever brought in any protest. 

If they did, it wasn^t brought to my attention. 

11. John: Right. The boss is looking to the future, not the past. 

12. Employee A; Mm-hmm. 

13. John: Well, now that that has been settled.... 

14. Employee D: I assume that you will not mind if I comment about 

this. The boss and you can decide this, I*m not arguing 
that point at all. It seems to me, though, that the 
suppliers are used to working with us. When they have a 
question, they phone the guy who signs the letter. This 
will change that. 

15* John: Mm-hmm. 

l6. Employee D: Am I wrong? I could be, but.... 

!?• John: This puts more of a burden on me. Actually, you will get 

fewer calls, so you will have more time to get the important 
part of your job done... handling claims. So, I don*t say 
you're wrong at all. 



f ' i: ij 
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l8. Employee E: I think I see what D Is getting at. Won't the 

suppliers call you and... well, you won't be able to know 
everything about a couple hundred cases a day, you see, 
so.... 

19* John: We don't get too many calls. ••• 

20. Employee A: Well, I do. 

21. John: In any event, I think I can handle these for you. Of 

course, I will need your help. And, I won't act on a 
case without checking with you, if that's what you mean. 

22. Employee E: Well, we trust you John, but.... 

23. John: Thanks. 

24. Employee A: Are we going to get a new employee? 

25. John: Now where did you get that crazy idea? 

26. Employee E: Well, I thought I heard you say you might. 

27. John: Well, we're not. Now let's get back to the correspondence. 

Ai^ more q.uestions on correspondence? 

28. Employee A: Well, it's a fine reward for the work we've been 

doing. 

29. John: Is that a question? 

30. Employee B: No question from me. 

31. Employee E: We understand, John. I'm sure you would not have 

done this.... 

32. John: Now wait a minute. I'm with the boss on this.... 

33* Employee E: Of course, I know that, but, I mean that... well, we 
think that you'd stick up for us.... 

3!^.. Employee B: Speak for yourself, E. 

35 • John: Now, what are you saying? 

36. Emplc^jree A: We've got the word, I've no more questions. 

37« John: If any of you do have questions now or later, come on over 
and I '11 work it out with you. 
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THE HISTORY OF TIMQNIUM'S WORK GROUP 



John has been supervisor of the group for tvfo years. He was foraerly 
a claLms "examiner in the group. All of the workers except D were 
co-workers with John when he was promoted to supervisor. D transferred 
to the unit six months ago from the Purchasing Section. 

Leadership and Structure : John is a direct person. When he has some- 
thing to tell them, he usually says it frankly. Occasionally, he will 
conceal data trcm the group if he feels it will affect their performance • 
adversely. He knows claims examining well and can help others with 
difficult cases. He has been growing and seems to desire to learn 
more about supervision. He reads management articles. 

A is a natural leader in the group. When John is away, the others 
turn to A for advice. When John is present, the group sometimes feels 
that A is competitive with John. B and C follow John but listen 
carefully to A. E, the harmonLzer, tends to keep aloof from A*s 
competition with John. E is a leader in arranging social events or 
in initiating lunch or coffee breaks. 

Membership ; Jdh?i, A, B, C, and E have full membership in the group. 
D is not out" but he is on the fllnge. D is not always invited to 
have lunch with the others. He does not tell the others jokes but 
he does listen to theirs. D asks for advice but does not give it. 
D tends to go to John or E for advice but rarely goes to A. A has 
little to do with D but talks often to B and C. John respects A 
and consults him. 

Goals: In the past two years the group's goals have shifted slowly. 
Before John, they seemed to want to be a comfortable group. Recently, 
the group has seemed to want to bring its status up above that of the 
Purchasing ajid Supply Receipts Sections. They feel they are consider- 
ably higher in status than Warehouse. They dislike people in Fiscal. 
Under John, production has increased, but he did not press hard to 
get it. His goal, which the group has supported (up to the time the 
procedure for signing mail was changed), has been to keep the work 
current. 

Standards : The group is quite clear about how much work an employee 
should produce. Therefore, each produces about the same amount of 
work. No one loafs but no one competes with another. They would dis- 
approve of a person who did not turn out a reasonable number of cases. 
They help eaxih other. If one man gets too many tough cases in one 
day to maintain his average, he can swap some off to another for a 
few easy ones, but D does not yet swap off hard cases. The group is 
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a quiet one. They share Jokes and are friendly but thqy are not loud 
or noisy. They do not wear coats at work but they do wear neckties* 
They avoid sport shirts at work (that's for warehouse boys). 

Attitudes ; They like the group. D likes it, too. They like "sensible" 
rather than excitable behavior. They like to find ways of getting a 
supplier to admit an error or liability and brag about cases that they 
win over stubborn companies. They like to get in touch with a 8iq;qplier 
by phone or in letters. They would like to see each man have a set 
list of suppliers so they could develop their relationships further, 
but John and his boss have vetoed this. (Cases are assigned in 
rotation as received.) Th^ respect John but are slightly impelled 
by his tendency to issue ozxLers rather than requests. John has added 
to this reserve employees have toward him by occasionally taking stands 
that the group did not like, such as defending an action of Fiscal 
Section. The group also feels that he does not sregularly give them 
information he gets from management. 

Communication ; Qhey talk easily to each other. They imdarstand each 
other with a skill that comes from long association. E facilitates 
the commuziLcation process by summarizing or clarifying. A initiates 
more than anyone except John. 
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THE CASE OF JOHN TIMONIUM 
Method Analyst's Report 



Here is an excerpt from the Method Analyst's report: 

"Our investigation shows that all claims examiners now sign 
letters to our suppliers. This practice has been increasingly 
challenged "by other sections. We asked them to keep a record 
for the past month and we have these complaints: From Purchasing — 
Correspondence regarding I7 purchase orders on which no claims 
were pending were addressed to a claims examiner. This corres- 
pondence was rerouted to us after a delay of 2 to 5 days. Fiscal 
Section — In I6 cases in the past month, bills on which no claims 
were pending were addressed to a claims examiner. These bills 
were forwarded after delays up to 10 days to us for processing. 
Warehouse Section—In 7 cases in the past month shipments were 
addressed to a claims examiner. These 7 packages had to be picked 
up by one of our trucks and transported to the Warehouse. 

"Our manual for claims examiners state that they should give 
final shipping and mailing instructions. We reviewed the ko 
complaints and found that our claims examiners had given no or 
inadequate instructions in 32 cases. In the other 8 cases the 
supplier was either clearly at fault or we could not clearly 
assign the responsibility for error. 

"Recommendation While these kO cases are a small portion 
of the number of cases we handle in a month, they are a significant 
source of irritation to our suppliers. We recommend that all 
correspondence be reviewed at a central point to make sure that 
manual instructions are followed. We recommend that this be done 
1^ having all mail signed in the office of the division chief. He 
need not sign this mail himself but could delegate the use of his 
signature to the correspondence reviewer." 
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Session X 
EVALUAHON FORM 



DATES: 

gPPICS COVERED : 

A. Motivation (Maslov, Herzberg, Job Enrichment) 

Bm Leadership Styles 

C. Communication Feedback (Active Listening) 

D. Characteristics of Primary Groups 

E. Roles that People Play in Groups and How to Diagnose 
Group Behavior 

Fm Game-of-Life (Examination of Intergroup Behavior) 

G. The Supervisor as a Conrpleter-of -Group-Action 

H. The Supervisor as the Person-in-the -Middle 

I. Overcoming Resistance to Change 

J. The Scientific Method of Problem-Solving 



1. In terms of how well this course covered the topics, idiat is 
your overall rating? 



20 19 16 IT 16 15 W 13 12 11 10 9 » T 6 ' 5 4 3 ' 2 1 
Excellent Very Good Satisfactory Unsatisfactory 



(Comments concerrdng your above rating) 
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2. Of all the points covered in this course, which two are the most 
meaningful to 3'ou? Why? 



3. If you were to choose 2 points this course made which you think 
you could apply in your own work situation, what would they be? 



To what would you apply them and how would you apply them? 



4. What did you expect from this course that you did not get? 



5. Do you have any positive suggestions for its improvement? 



NAME 



<rU.S. GOVenWIENT PRINTIf.'G OFFICE: l')75 577-346 



